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Executive  Summary 


•  The  San  Francisco  Public  Library  has  undergone  an  enormous  amount  of 
change  in  recent  years.  That  change  has  resulted  in  significantly  increased 
resources,  expanded  hours,  modernized  business  practices,  unprecedented 
levels  of  private  support,  tremendous  growth  in  utilization,  and  elegant  new 
facilities. 

•  Yet,  notwithstanding  the  obvious  success,  the  organization  is  today  deeply 
divided  and  polarized.  Its  ability  to  perform  consistently  even  the  most  basic 
library  function — organizing  and  shelving  the  collection  in  a  timely  fashion — is 
in  question. 

•  Internal  and  external  stakeholders  have  been  overwhelmed  by  the  cumulative 
demands  of  three  major  initiatives: 

•  the  conversion  to  a  more  highly  computerized  work  environment  (for 
both  patrons  and  staff); 

•  the  implementation  of  Proposition  E  and  its  expanded  hours;  and 

•  the  opening  of  the  New  Main  and  Chinatown  branch. 

•  As  many  complex  organizations  have  learned,  managing  growth  is  often  more 
difficult  than  managing  retrenchment. 

•  In  the  case  of  the  Library,  there  is  significant  evidence  that  the  process  of 
change  was  managed  poorly  and  that  the  basic  operating  requirements  of  the 
Library  were  either  overlooked  or  simply  overtaken  by  the  pressure  to 
complete  the  New  Main,  attract  significant  levels  of  private  investment,  and 
create  the  appearance  (if  not  the  reality)  of  a  technologically  modern  system. 

•  The  attached  table  summarizes  the  key  statistical  trends  and  major  findings 
from  the  strategic  audit.  Each  of  these  results  is  discussed  in  detail  in  the 
report  and  appendices. 

•  Twenty-one  recommendations  are  made  with  regard  to  finances,  management, 
and  planning.  The  most  significant  include: 

•  Hire  a  permanent  senior  management  team  consisting  of  a  city  librarian, 
chief  operating  officer,  and  chief  financial  officer  as  soon  as  possible 
(see  discussion  page  38). 

•  Solve  the  shelving  problems  in  the  New  Main  by  July  1 ,  1997  (which  will 
require  additional  staff  for  sorting  and  shelving)  (see  discussion  page 
39). 
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•  Conduct  a  post-occupancy  assessment  of  the  New  Main  to  determine 
operational  problems  and  corrective  actions  (see  discussion  page  40). 

•  Produce  a  strategic  plan  for  collection  management  and  adopt  clear 
policies  for  materials  acquisition  and  weeding  consistent  with  the  plan 
(see  discussion  page  41). 

•  Address  the  need  for  permanent  storage  facilities  for  both  archival  and 
transitional  use  (see  discussion  page  41). 

•  Accelerate  the  rate  of  cataloging  of  remaining  reference  materials  and 
special  collections  (see  discussion  page  42). 

•  Develop  extensive  staff  training  programs  for  the  use  of  technology 
(especially  adaptive  technology),  database  reference  methods,  ana 
financial  literacy  (see  discussion  pages  42  and  43). 

•  Develop  monthly  and  quarterly  financial  and  operating  reports  and 
disseminate  them  widely  (see  discussion  page  42). 

•  Create  a  process  for  evaluating  the  lessons  learned  from  the  New  Main 
capital  campaign  and  develop  city-wide  and  Library  standards  and 
criteria  for  future  public-private  partnerships  (see  discussion  page  44 
and  45). 

•  Develop  a  cost  allocation  system  and  clear  policies  for  when  and  under 
what  circumstances  revenue-generating  programs  will  be  pursued  (see 
discussion  pages  43  and  44). 

•   Appendices  have  been  developed  supporting  the  report's  findings  and  an 
archive  has  been  established  with  all  materials  reviewed  and  considered 
during  the  strategic  audit. 
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Summary  of  Quantitative  Findings 


Page 
Reference 

Finding 

%  Change 
or  Amount 

11  I 

%  Change  in  Total  Operating  Revenues:  FY  1993/94-1995/96 

+65.9% 

11 

%  Change  in  Total  Operating  Exoenses:  FY  1993/94-1995/96 

+72.7% 

9 

FY  1995/96  Actual  Revenue  as  %  of  FY1 996/97  Original  Budget 

+101.6% 

9  1 

FY  1995/96  Actual  Expense  as  %  of  FY1 996/97  Original  Budget 

+105.3% 

13 

%  Change  in  Average  Weekly  Circulation:  July  1993  to  DecemDer  1996 

+62.4 

13 

%  Change  in  Average  Weekly  Visits:  July  1993  to  December  1996 

+70.7 

%  Change  in  Avg.  Wk.  Circulation  Main  only:  July  1993  to  December 

13 

1996 

+108.0% 

13 

%  Change  in  Average  Weekly  Visits  Main  Only:  July  1993  to  DecemDer 
1996 

+  119.5% 

13 

%  Change  in  Average  Weekly  Circulation  Branches:  July  1993  to 
December  1996 

+48.9 

13 

%  Change  in  Average  Weekly  Visits  Branches:  July  1993  to  DecemDer 
1996 

+52.7% 

%  Growth  in  Total  Circulation  Following  Proposition  E  but  Before  New 

13 

Main 

+32.6% 

13 

%  Growth  in  Total  Visits  Following  Proposition  E  but  Before  New  Main 

+36.8% 

13 

Incremental  %  Change  in  Total  Circulation  Following  New  Main 

+22.7% 

13 

Incremental  %  Change  in  Total  Visits  Following  New  Main 

+57.3% 

25 

%  Change  in  Total  Headcount  July  1993  to  March  1997 

+  10.4% 

14 

%  Change  in  Average  Full-time  Equivalent  Employees:  FY  1993/94  to 
March  1997 

+58.6% 

25 

%  Change  in  3600  Series  (library  services)  headcount  July  1993  to 
March  1997 

+7.6% 

%  Change  in  3600  Series  (library  services)  FTE:  FY  1993/94  to  Marcn 

15 

1997 

+56.0% 

25 

%  Change  in  Page  Headcount  July  1993  to  February  1997 

-2.2% 

15 

%  Change  in  Page  FTE:  FY  1993/94  to  March  1997 

+47.6% 

25 

%  Change  in  Total  Headcount:  SeDtember  1996  to  March  1997 

|  -4.0% 

18 

Library  materials  purchase  as  %  of  total  operating  expenses  in 
comparison  to  the  Median  for  20  Systems  Serving  Comparably  Sizeo 
Populations 

82.6%  of 
Median 

18 

|  Total  cost  per  capita  of  the  Library  in  comparison  to  the  Median  for  20 
I  Systems  Serving  Comparably  Sized  Populations 

208.3%  of 
Median 

23 

|  Approximate  Annual  Cost  of  Additional  Hours  Over  Proposition  E 
i  Minimum  Requirements  (in  FY  1996/97  S) 

S1.6M 

22 

l  Average  Fully  Allocated  Cost/Hour  of  Library  Operations  in  FY  1996/97  S 

$559.37 

23 

:  Average  Direct  Cost/Hour  of  Library  Operations  in  FY  1996/97  S 

5281.27 

16 

Average  Cost  per  FTE  for  Salary  and  Benefits:  FY  1995/6 

$46,047 

Coda  Partners,  LLC  51 12  44m  Street  N.W.  Washington,  D.C.  20016  codapart@erots.com 


viii 


San  Francisco  Public  Library  Strategic  Audit 
  April  1997 


jptroduction   • 

In  January  1997  the  Mayor's  Office 
commissioned  a  strategic  audit  of  the  San 
Francisco  Public  Library  in  response  to 
Drojected  budgetary  shortfalls  in  FY  1996/97 
and  wide-spread  concern  about  the  system's* 
future  financial  performance. 

fhe  purpose  of  the  audit  was  to  evaluate  the 
current  financial  and  operational  condition  of 
tie  library  system;  to  determine  how  the 
rmancial  problem  was  created;  and  to 
•ecommend  both  short-  and  long-term  tactical 
and  strategic  actions  that  could  be  taken  to 
snsure  a  sustainable,  high  quality  library 
system.1  The  audit's  relatively  short  time  period 
A/as  dictated  by  the  need  to  develop 
■ecommendations  about  the  Library's  FY 
1997/98  budget  prior  to  May  1997. 

^he  Mayor's  Office  retained  Elizabeth  C. 
Reveal,  President  of  a  Washington,  D.C.  based 
consulting  firm  (Coda  Partners,  LLC)2  to 
supervise  the  audit.  She  was  assisted  by  Mary 
Ellen  Wriedt  from  the  Library  finance  staff,  and 
John  Haskell  and  Mark  Tipton  from  the  City 
Controller  s  Office. 

The  audit  was  conducted  over  approximately  a 
two  and  one-half  month  period.  The  audit 
workplan  and  progress  were  monitored  by  an 
advisory  committee  consisting  of: 

•  Mr.  Steve  Agostini  (City  Finance  Director); 

•  Mr.  Ed  Harrington  (City  Controller); 

•  Ms.  Sherry  Agnos  (Library  Commissioner); 

•  Ms.  Carol  Steiman  (Library  Commissioner); 
and 

•  Mr.  James  (Chip)  Fusseil,  Jr.  (Municipal 
Fiscal  Advisory  Committee);  and 

|  Frank  A.  Petro,  Jr.  (Municipal  Fiscal 
I   Advisory  Committee). 


Subsequent  sections  of  this  report  discuss  the 
methodology  used,  major  findings,  and 
conclusions  and  recommendations.  It  should 
be  noted  that  the  conclusions  and 
recommendations  are  solely  those  of  the  Chief 
Auditor  and  do  not  reflect  the  opinions  of  staff 
from  the  Mayor's  Office,  Library, .  Controllers 
Office,  or  members  of  the  advisory  committee. 

An  archive  including  comments,  materials 
compiled  and  reviewed,  and  more  detailed 
information  on  various  aspects  of  the  report  has 
been  developed  and  provided  to  the  Mayor's 
Office  of  Finance  and  Legislative  Affairs. 


Audit  Approach  and  Methodology 


The  audit  approach  consisted  of  four  major 
activities: 

•  interviews,  consultations  and  site  visits  with 
various  library  staff,  policy  makers  and  other 
internal  and  external  stakeholders;3 

•  review  of  financial,  personnel,  and 
operational  information  for  the  period  from 
July  1,  1993  to  March  6,  1997; 

•  review  of  detailed  information  on  specific 
issues  (e.g.,  the  Digital  Equipment 
Corporation  (Digital)  information  technology 
contracts);  and 

•  analysis  of  comparative  data  for  other  library 
systems. 

The  July  1993  through  March  6,  1997  time 
period  was  selected  as  the  audit  boundary  for  a 
number  of  reasons. 

First,  fiscal  year  1993-944  is  the  earliest  year 
currently  maintained  in  the  city's  automated 
financial  and  management  information  system 
(FAMIS)  and  is  as  far  back  as  it  is  possible  to 
go  for  electronically  generated  reports. 
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Second,  the  changes  in  budget  and  accounting 
structure  during  this  period  (for  the  Library  and 
city  as  a  whole)  are  well  documented  and  easily 
traced.  The  comparability  of  prior  periods  could 
not  have  been  as  easily  determined  nor  would 
analyses  of  data  tapes  or  hard  copy  financial 
data  have  been  feasible  given  the  time  period 
possible  for  the  audit.   ,  

Third,  because  the  most  critical  aspect  of  the 
audit  was  assessing  the  financial  and 
operational  impact  of  two  enormous  changes 
for  the  Library  (Proposition  E5  and  the  opening 
of  the  New  Main),  it  was  important  to  evaluate 
data  both  before  and  after  these  changes.  The 
July  1993  to  March  6,  1997  time  period 
provided  one  full  year  prior  to  Proposition  E, 
one  and  a-haif  full  years  after  Proposition  E, 
and  one  year  of  partial  Proposition  E 
implementation. 

The  time  period  aiso  provided  two  years  prior  to 
the  opening  of  the  New  Main  and  nearly  one  full 
year  of  operations  after  opening. 

Except  as  otherwise  noted  in  the  body  of  the 
report,  all  financial  data  has  been  reconciled 
with  FAMIS  reports  and  the  city's  audited 
annual  comprehensive  financial  reports. 

Cost  data  by  site  (e.g.,  individual  branch)  was 
not  recorded  in  FAMIS  until  fiscal  year  1996/97. 
In  addition,  the  Library  has  not  developed  a 
cost  allocation  system  to  assign  central  system 
and  overhead  costs  to  various  activities  in  order 
to  obtain  a  full  cost  accounting  by  program  and 
location. 5 

Analysis  is  included  in  the  report  that  uses  cost 
data  by  site  and  operational  statistics  for  the 
first  six  months  of  fiscal  year  1996/97  to 
develop  reasonable  full  cost  approximations  for 
the  Library's  individual  branches  and  programs. 
The    strengths    and    weaknesses    of  that 


methodology  are  fully  described  in  the  section 
on  cost  per  hour  and  the  impact  of  Proposition 
E  on  overall  system  costs.7  \ 

Personnel  data  presented  particular  problems 
as  reliable  data  by  site  (e.g.,  individual  branch) 
is  not  historically  available  from  the  city  or  the 
Library's  payroll  system.  In  order  to  analyze  the 
personnel  profile  of  the  system  as  a  whole  and 
the  changes  in  workforce  deployment  before 
and  after  Proposition  E,  and  before  and  after 
the  opening  of  the  New  Main,  it  was  necessary 
to  sample  actual  payroll  time  sheets  for 
selected  periods. 

Time  sheets  for  two  pay  periods  for  FY 
1993/94.  FY  1995/96  and  year-to-date  FY 
1996/97.  and  one  pay  period  from  FY  1994/95 
were  reviewed  and  full-time  equivalent 
employment  and  headcount  for  ail  Library 
employees  was  tabulated  by  site  and  job 
classification  for  the  selected  periods.  The 
section  of  the  report  on  personnel  discusses- 
the  results  of  that  analysis.8  I 

The  audit  team  relied  on  the  Library's 
operational  data  for  statistics  on  circulation, 
patron  visits,  collection  size  and  composition. 

Where  necessary,  the  strengths  and 
weaknesses  of  the  processes  used  to  develop 
these  statistics  are  noted  in  the  report.  While 
certain  data  (e.g.,  patron  visits  by  branch)  are 
subject  to  significant  limitations,  the 
weaknesses  in  data  collection  methods  were 
fairly  consistent  over  the  period  so  the  relative 
changes  still  provide  valuable  insight  about  the 
demands  on  the  system. 

As  discussed  in  the  conclusions  and 
recommendations,  weaknesses  in  internal 
management  information  and  operational 
performance  tracking  are  significant  and  require 
enhancement  if  the  Library  is  to  make  informed 
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ecisions  about  resource  needs  in  relation  to 
|j|ization  and  demand  in  the  future. 

comparative  data  on  other  public  libraries  was 
ised  in  a  number  of  instances.  In  general,  the 
ludit  team  focused  on  the  20  public  libraries 
plus  San  Francisco)  that  serve  the  most 
comparably  sized  populations.9 

Tie  20  largest  systems  were  used  for  certain 
specific  comparisons.  It  should  be  noted  that 
he  comparative  statistics  were  calculated 
oased  upon  data  from  the  annual  statistical 
eports  of  the  American  Library  Association  for 
1 995  and  1996.  These  data  are  self-reported 
w  the  various  institutions  and  subject  to  the 
strengths  and  weaknesses  inherent  in  such  a 
system. 

n  selected  cases  telephone  and  mail  surveys 
vere  conducted  to  obtain  current  comparative 
Jata-specifically  on  library  page  wages, 
fcnefits,  hours  and  job  descriptions.  In 
addition,  the  Library's  administrative  staff 
conducted  a  small  survey  of  current  branch 
staffing  patterns  in  six  public  libraries  around 
tie  country. 

A  significant  portion  of  this  report's 
■ecommendations  focus  on  data  collection  and 
•eporting  needs.  Nevertheless,  notwithstanding 
imitations  in  both  financial  and  operational 
data,  there  was  sufficient  information  to  conduct 
the  audit  and  sufficient  accuracy  to  allow  for  a 
reliable  assessment  of  financial  and  operating 
trends. 

Throughout  the  report  more  detailed 
qualifications  on  specific  data  are  provided 
where  necessary.  Further,  in  the  body  of  the 
report  and  in  the  appendices,  we  have  provided 
sufficient  source  references  and/or  copies  of 
jhe  original  data  used  to  allow  ail  calculations  in 
lie  report  to  be  independently  replicated. 


Organization  of  the  Report 


The  report  has  four  major  sections  (in  addition 
to  the  executive  summary,  table  of  contents, 
introduction,  and  discussion  of  methodology 
and  organization  of  the  report).  They  are: 

•  major  findings; 

•  analysis  and  documentation  of  special 
issues; 

•  conclusions  and  recommendations;  and 

•  the  supporting  appendices. 

The  major  findings  section  reviews  the  financial, 
operational,  personnel,  and  comparative 
analyses. 

The  special  issues  section  addresses: 

•  the  impact  of  Proposition  E  on  revenues  and 
costs  (including  the  impact  of  adopting 
higher  than  the  minimum  hours  required  by 
the  proposition); 

•  the  level  of  attrition  in  the  Library; 

•  the  chronology  and  fund  flow  associated 
with  the  construction  of  the  New  Main  library 
and  branch  renovations  undertaken  from 
1993  to  the  present; 

•  the  chronology  and  costs  associated  with 
technology  investments  (specifically  the 
Digital  contracts  and  telecommunications 
costs  over  the  period); 

•  the  status  of  the  on-line  catalog  and 
collection  planning  and  management; 

•  the  material  acquisition  budget  over  the 
period  (including  books,  audio-visual 
materials,  periodicals  and  databases); 

•  a  discussion  of  the  comparative  costs  of 
pages  in  selected  major  systems;  and 

•  selected  ADA  issues. 
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These  were  deemed  the  most  significant 
concerns  during  the  course  of  the  interviews 
and  in  the  review  of  financial  and  operational 
information. 

The  conclusions  and  recommendations  focus 
on  several  major  areas: 

•  the  impact  of  rapid  change  and  growth  on 
the  system's  overall  performance; 

•  the  management  infrastructure  and  its  lack 
of  ability  to  adequately  measure 
performance  and  relate  service  levels  and 
priorities  to  cost; 

•  the  need  for  a  broader  and  more  definitive 
consensus  among  and  between  major 
stakeholders  about  the  core  programs  of  the 
system  and  the  level  of  service  desired,  and 
whether  it  is  sustainable  within  existing 
funding  levels; 

•  the  need  to  consider  certain  one-time 
investments  to  rapidly  enhance  the  utility  of 
basic  information  systems  and  to  fully  utilize 
new  facilities; 

•  the  need  for  a  better  integrated  branch  and 
Main  system; 

•  the  significant  need  for  better  in-service 
training  at  all  levels — especially  with  respect 
to  new  technology  and  emerging  reference 
methods  and  sources; 

•  the  critical  need  to  reduce  polarization 
among  and  between  key  stakeholder  groups 
(including  labor  and  management,  the 
Commission  and  community  advocates,  the 
Library  Foundation,  the  Friends  of  the 
Library,  and  Library  management,  and 
across  major  Library  administrative 
divisions); 

•  the  need  for  an  ongoing,  fact-based, 
systematic  planning  process  that  actively 
engages  employees  and  stakeholders  at  all 
levels; 


•  the  need  for  a  nigher  level  of  ongoing 
investment  to  maintain  both  the  Main  and  J 
new  branches  is  a  state  of  good  repair;  and 

•  the  need  for  a  rigorous  process  for 
evaluating  the  capital  and  program  needs 
for  the  branches  and  better  coordination  and 
cost  control  as  Earthquake  Safety  Program 
3  is  developed  and  implemented. 

The  appendices  provide  detailed  information  on 
the  data  and  methods  used,  and  various  other 
information  concerning  the  audit.  They  are: 
published  as  a  separate  volume  because  of 
their  bulk  and  because  they  will  be  of  limited 
interest  to  general  readers. 


Major  Findings 


i  Financial  Condition:  Overview 


From  July  1,  1993  through  March  6,  1997  the  ,! 
San  Francisco  Public  Library  received  $113.1 
million  in  revenue  and  appropriations  and  spent%| 
more    than     $112.2     million     for  library 
operations.10 

The  costs  were  funded  from  general 
appropriations  (including  both  Proposition  E 
and  Proposition  J  base  levels),  dedicated 
Proposition  E  revenues  (Library  Preservation 
Fund  or  LPF),  and  both  recurring  and  one-time  I 
gifts  and  grants. 

Table  111  shows  where  the  money  came  from  i 
during  the  period  by  type  of  revenue. 

Note  that  the  Library  Preservation  Fund  is  : 
credited  for  interest  earned  on  the  balances  in 

the  fund  and  the  interest  is  reflected  as  an  1 

operating  revenue  in  the  year  earned.  As  the  : 

fund  balance  decreases  the  annual  interest  : 
earned  also  decreases. 

II 
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The  Proposition  E  figures  below  include  both 
'WoDerty  tax  revenues  and  interest  earned. 
*See  special  issues  section  for  further 
laiscussion.) 


[Table  1.  WHERE  THE  MONEY  CAME  FROM  FOR  THE  LIBRARY 
f^CM  JULY  1993  THROUGH  MARCH  1997 


Fiscal  Year 

8  Mos 

S  in  rmil 

1993-4 

'994-5 

-995-6 

1996-7 

Total 

%  Total 

General  Funa 

20.812 

20.656 

20.631 

12.989 

75.088 

55.4% 

=-oo  E 

0.000 

14.086 

13.832 

7.301 

35.219 

31.1% 

3 lits.  Grant 

0.463 

1.007 

0.837 

0.520 

2.827 

2.5% 

":tal 

21.275 

35.749 

35.300 

20.810 

113.134 

'00.0% 

S  Total 

18.8% 

31.6% 

31.2% 

1 8.4% 

100.0% 

Scree:  FAMIS  SDecial  Reports12 

Note  that  FY  1996/97  is  for  8  months  only. 


55.4%  of  total  operating  resources  came  from 
[general  fund  aoproDriations:  31.1%  from 
aedicated  Proposition  E  funds13;  and  2.5%  from 
Igrfts  and  federal  and  state  grants.  For  detailed 
information  on  these  funding  sources  see 
ADpendix  Tables  1  and  2. 

^he  activities  for  which  funds  were  used  (e.g., 
'ODeration  of  the  branches)  and  the  categories 
of  expenses  incurred  (e.g.,  salaries  versus 
books)  are  both  equally  important  in 
understanding  the  financial  condition  and 
trends  of  the  Library. 

I  Tables  2  and  3  display  where  the  money  went 
by  major  program  (the  Main,  branches  as  a 
wnole,  Technical  Services,  children's  baseline, 
administration  and  other)  and  what  the  money 
was  spent  on  (permanent  salaries  and  wages, 
temporary  salaries  and  wages,  fringe  benefits, 
!  ibrary  materials  acquisition,  technology, 
telecommunications  and  equipment,  and  other). 

Note  that  the  expenses  by  major  program  (e.g., 
i  the  Main  versus  Technical  Services)  represent 
only  the    expenses  directly  charged  to  that 
orogram  in  the  accounting  system. 
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No  attempt  is  made  at  this  stage  of  the  analysis 
to  allocate  centrally  budgeted  system  support 
or  central  overhead  cosis  back  to  the  Main  or 
branches.'4  The  Library s  current  information 
systems  do  not  provide  for  this  type  of 
allocation  or  assignment  and  tracking. 

For  example,  the  material  acquisition  budget  is 
included  in  the  Technical  Services  program.  If 
we  were  attempting  to  fully  allocate  costs  to 
library  services  (see  subsequent  sections  of  the 
report)  we  would  want  to  assign  those  costs 
associated  with  library  materials  for  the  Main  to 
the  Main  and  those  costs  associated  with  the 
branches  to  the  branches. 

The  categories  of  expenses  on  Table  3  have 
been  selected  to  highlight  those  specific 
categories  raised  as  a  concern  most  frequently 
in  interviews  and  discussions  during  the  course 
of  the  audit.  For  a  cross-walk  between  the 
FAMIS  chart  of  accounts  and  these  categories 
see  archives. 

The  archive  contains  detailed  revenue  and 
expense  data.  The  special  reports  from  which 
the  appendix  tables  were  generated  are  in  the 
audit  archive  that  has  been  provided  to  the 
Mayor's  Office  of  Finance  and  Legislative 
Affairs.  The  data  reflected  on  these  tables  have 
been  reconciled  to  the  city's  annual  audited 
financial  reports  (for  FY  1993/94,  1994/95  and 
1995/96)  and  to  FAMIS  reports  as  of  March  6, 
1997  for  the  FY  1996/97  data. 

Additional  discussion  of  the  Library  financial 
condition  is  in  subsequent  sections  of  this 
report.  Note  that  this  report  focuses  on  actual 
financial  results  rather  than  budget,  or  planned 
for  revenue  and  spending  patterns.  This  is 
essential  if  revenue  and  cost  drivers  are  to  be 
clearly  understood. 


Coda  Partners,  LLC  5112  44m  Street  N.W.  Washington.  D.C.  20016  coaaDart@erois.com 


5 


San  Francisco  Public  Library  Strategic  Audit 
  April  1997 


Table  2.  WHERE  THE  MONEY  WENT  BY  PROGRAM:  JULY  1993 
!  THROUGH  MARCH  6,  1997 


8  Mos 

$  mill 

FY  93-4 

FY  94-5 

FY  95-6 

FY  96-7 

Total 

%  Total 

Main  LiDrary 

5.547 

5.657 

7.202 

5.424 

23.830 

21.2% 

Branches 

5.636 

6.631 

9.068 

11.136 

32.471 

28.9% 

Teen  Services 

4.194 

6.980 

7.226 

3.593 

21.993 

19.6% 

Admin 

2.890 

3.827 

9.790 

0.296 

16.803 

15.0% 

Children 

3.282 

3.124 

3.681 

2.303 

12.390 

11.0% 

Other 

0.048 

4.149 

0.294 

0.249 

4.740 

4  2% 

TOTAL 

21.597 

30.368 

37.261 

23.001 

112.227 

100.0% 

%  Total 

19.2% 

27.1% 

33.2% 

20.5% 

1 00.0% 

Source:  FAMIS  Speaal  Reports  ~  ' 

Note  that  FY  1996/97  is  for  8  months  onty. 

Note  also  that  expenses  associated  with  the  children's  baseline  are 

!  included  in  other.   


In  terms  of  costs  charged  directly  to  programs, 
21.2%  was  spent  on  the  Main  Library  during  the 
period;  28.9%  for  the  branches  as  a  whole; 
19.6%  for  Technical  Services  (including  books 
and  other  library  materials);  15.0%  for 
administration  (including  ail  information 
technology,  and  building  and  facility  costs); 
11.0%  for  the  children's  baseline;  and  4.2%  for 
all  other  costs. 


Table  3.  WHAT  THE  MONEY  WAS  SPENT  ON  FROM  JULY  1993 
THROUGH  MARCH  1997 


$  mill 

FY  93-4 

FY  94-5 

FY  95-6 

FY  96-7 

Total 

%  Total 

Perm  Salaries 

13.123 

13.906 

16.536 

11.100 

55.065 

49.1% 

Temp  Salaries 

1.535 

2.531 

5.445 

3.984 

13.495 

12.0% 

Benefits 

2.720 

3.299 

4  833 

3.535 

14.387 

12.8% 

subtotal 

i  7.373 

15.73S 

27.214 

18.619 

82.947 

73.3% 

Matsriats 

2.025 

4.1 16 

4.669 

1.925 

12.735 

11.3% 

Tele/Tech/Eauip 

0.204 

0.154 

1.957 

1.608 

3.923 

3.5% 

All  Other 

1.989 

6.361 

3.421 

0  849 

12.6201 

112% 

subtotal 

4  218 

10.631 

10.0471 

4  382 

29.2781 

15.1% 

'OTAL 

21.556 

30.367 

37.2611 

23.001 

112.225 

'  CO  0« 

%  Total 

19.244 

33.2% 

20.5% 

100.0% 

Source:  FAMIS  Speaal  Reports 

Note  that  FY  1 996/97  is  for  8  months  only. 


Personnel  costs  represented  73.9%  of  total 
operating  costs  over  the  period;  acquisition  of 
library  materials  represented  11.3%; 
telecommunications,  technology  and  equip- 
ment 3.5%;  and  ail  other  non-labor  costs 
(including  other  utilities,  work  orders,  supplies, 
rents,  etc.)  represented  1 1 .2%. 


The  Library  Direct  Capital  Expenses 


Table  4  shows  the  capital  facility  related 
revenues  and  expenses  recorded  in  FAMIS  for 


the  audit  period.  This  includes  ail  revenue  and 
expense  charged  to  the  Library  Improvement^ 
Fund  (fund  3C)  and  all  revenue  and  expense*! 
charged  to  the  expendable  trust  fund  for  capital 
facilities  for  the  Library  (7E),  except  for  capital 
gifts  provided  specifically  for  book  purchase 
which  have  been  included  in  the  operating 
revenue  and  expense  figures  for  each  year. 

Note  that  the  1988  library  improvement  bond 
proceeds  were  raised  prior  to  FY  1993/94  and 
are  not  reflected  in  these  figures.  For  the 
lifetime  sources  and  uses  for  the  library 
improvement  bond  program  see  the  special 
issues  section  and  the  chronology  in  Appendix 
Narrative  1 . 

Of  the  total  capital  expenditures,  3.1%  were  for 
salaries  and  wages  of  Library  personnel,  and 
96.9%  for  hard  and  soft  construction  costs  and  j 
furniture,  fixtures,  and  equipment  for  the  New  j 
Main  and  all  branch  facilities. 


Table  4.  THE  LIBRARY  DIRECT  CAPITAL  REVENUES  ANI 
EXPENDITURES:  FY  1993/94  THROUGH  MARCH  1997 

Smill        FY  93-4  FY  94-5  FY  95-6  FY  96-7  Total  %  Total 

REVENUE          9.179    13.985    20.476      3.250  46.890  100.0% 
EXPENSES: 

Personnel          0.914      1.403      0.981      0.693      3.991  3.1% 

Other               39.319    51.246    34  848      1.131  126.54  96.9% 

TOTAL             40  233    52.649    25.829      1  824  130.54  100.0% 

%  Total  Rev       19.6%     29.8%     43.7%      6.9%  100.0% 

%  Total  Exp        30.8%     40.3%     27.4%       1.4%  100.0% 

Source:  FAMIS  Spedal  Reports 

Note  that  FY  1996/97  is  for  8  months  only. 


Note  that  the  total  expenditures  for  the  Library 
Improvement  Bond  program  reflected  in  the 
special  issues  section  on  page  26  are  $154.0 
million.  The  amounts  in  Table  4  are  for  the 
period  from  July  1,  1993  through  March  6,  1997 
only. 

Note  also  that  approximately  $700,000  in 
Library   personnel    expenditures    has  been 
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charged  to  capital  projects  year-to-date  through 
^arch  6,  1997. 

The  Library  will  have  to  address  the  issue  of 
whether  or  not  these  personnel  costs  are  to  be 
shifted  to  the  operating  budget  when  all  current 
capital  projects  are  closed  out.  If  so,  this  will 
place  additional  pressure  on  the  general  fund 
and  Library  Preservation  Fund  budgets. 


Budget  Versus  Actual  Results 


It  is  important  to  assess  how  strong  budget 
planning  is  when  evaluating  the  financial  or 
operational  condition  of  an  organization. 

Original  buageis  that  are  closely  aligned  with 
actual  results  usually  reflect  a  thorough 
understanding  of  the  forces  driving  both 
revenue  and  expense,  a  level  of  discipline  that 
allows  adjustments  to  be  made  smoothly  even 
when  external  forces  create  unanticipated 
Remands,  and  a  budget  process  that  is  not 
artificially  constrained  by  legislative  or 
constitutional  limitations. 

When  there  is  a  large  divergence  between  the 
budget  at  the  beginning  of  the  year  and  the 
actual  results  by  year-end,  it  is  usually  the 
result  of  some  combination  of  poor  planning, 
major  unanticipated  events,  and/or  legal 
requirements  that  preclude  reflecting  all 
anticipated  sources  or  uses  at  the  beginning  of 
the  year  (e.g.,  not  budgeting  for  a  federal  grant 
until  it  has  actually  been  awarded). 

Tables  5.  6,  and  7  compare  the  Library's 
original  budget  (as  approved  by  the  Board  of 
Supervisors  at  the  start  of  the  fiscal  year)  to  the 
actual  results  for  the  three  full  fiscal  years 
included  in  the  audit. 

tor  fiscal  year  1994/95,  the  revised  budget  was 
*sed  for  the  Library  Preservation  Fund  as  the 


proposition  had  not  been  adopted  at  the  time  of 
original  passage  of  the  budget  in  June  1994 
and  the  revised  budget  represented  the  initial 
numbers  for  anticipated  Proposition  E  revenues 
and  expenses. 

It  should  be  noted  that  the  original  budget 
reflects  the  budget  as  adopted  by  the  Board  of 
Supervisors.  It  may  not  reflect  what  the 
department  or  agency  originally  claimed  they 
needed  at  the  start  of  the  Mayor's  budget 
process  or  what  the  Mayor's  Office  formally 
requested  from  the  Board.  We  were  unable  to 
compile  original  budget  submissions  from  the 
Library  to  the  Mayor's  Office  in  the  years  in 
question  and  cannot  verify  the  degree  of 
difference  between  their  original  request  and 
the  final  approved  starting  budget. 

Further,  a  number  of  people  within  the  Library 
noted  that  their  initial  evaluation  of  resource 
needs  was  not  fully  reflected  in  the  budget 
proposals  submitted  by  Library  management  to 
the  Mayor's  Office,  having  been  changed  or 
reduced  by  senior  Library  management. 

Adequate  audit  trails  simply  do  not  exist  to 
trace  ail  of  the  changes  from  the  point  of 
original  budget  preparation  within  divisions  in 
the  Library  to  the  final  approved  budget 
adopted  by  the  Board  of  Supervisors. 

Table  5  compares  operating  revenues  and 
expenses  for  the  three  years  combined,  by 
fund. 

Table  6  compares  budget  and  actual  expenses 
by  program;  and  Table  7  compares  original 
budget  expenses  to  actual  type  of  expense.15 

Over  the  period,  actual  revenues  were  better 
than  original  budgets  by  13.8%  while  actual 
expenses  were  higher  than  original  budgets  by 
13.2%. 
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Note  that  the  original  budgets  assumed  a 
surplus  would  be  generated  in  the  Library 
Preservation  Fund  of  $2.3  million  over  the 
period. 


I  Table  5.  ORIGINAL  BUDGET  VERSUS  ACTUAL  REVENUES  AND 
EXPENSES:  FY  1993/94-1995/96  COMBINED  BY  FUND 


Original 
Budget 

Actual 

Diff 

%  Diff 

General  Funa 

Revenues 

53.527 

62.099 

8.572 

16.0% 

Expenses 

53.527 

62.099 

8.572 

16.0% 

Library  Preservation  Fund 

Revenues 

27.137 

27.918 

0.781 

2.9% 

Expenses 

24.862 

24.872 

0.010 

0.0% 

All  Other  Operating 

Revenues 

0.492 

2.306 

1.814 

368.7% 

Expenses 

0.422 

2.255 

1.833 

434.4% 

TOTAL  All  Funds 

Revenues 

81.156 

92.323 

11.167 

13.8% 

Expenses 

78.811 

89.226 

10.417 

13.2% 

Surplus/fDeficrt) 

2.345 

3.097 

0.752 

32.1% 

Source:  FAMIS.  Special  ReDorts 


Overall,  the  net  result  from  ail  sources  and  uses 
for  FY  1993/94  through  FY  1995/96  was  slightly 
better  than  the  original  budgets  assumed — 
generating  an  overall  operating  surplus  of 
$3,097  million  rather  than  a  budgeted  surplus  of 
$2,345  million  by  the  end  of  FY  1995/96. 
General  fund  appropriations  were  16.0%  higher 
than  the  original  budgets  (reflecting  the 
cumulative  mid-year  adjustments)  and  were 
offset  by  an  identical  increase  in  expenses. 

Library  Preservation  Fund  revenues  were  2.9% 
better  than  the  original  budgets  over  the  period 
while  total  LPF  expenses  were  almost  exactly 
on  budget.  The  actual  LPF  surplus  generated 
through  FY  1995/96  was  $3,046  million. 

Grants  and  operating  gifts,  usually  the  most 
unpredictable,  proved  so  here  as  well,  with 
revenue  $1.8  million  (or  368%)  higher  than 
original  budgets  and  expenses  $1.8  million 
higher  than  the  original  approved  budget. 


On  a  program  basis,  actual  expenses  exceeded 
original  budgets  most  significantly  in  the 
branches  and  for  administrative/management 
costs.  Again,  this  is  primarily  a  function  of  the 
mid-year  implementation  of  Proposition  E  and 
the  impact  of  computer  purchases  and  lease- 
purchase  obligations.  See  also  the  discussion 
of  the  impact  of  Proposition  E  in  the.  special 
issues  section,  page  20. 


Table  6.  COMPARISON  OF  ORIGINAL  BUDGET  AND  ACTUAL 
EXPENSES  BY  PROGRAM:  FY  1993/94-1995/96  COMBINED 

FY  94  througn  S5  Combined  Expenses 


Original 

Actual 

Diff 

%Diff 

Main 

16.766 

18.407 

1.641 

9.8% 

Branches 

15.533 

21.334 

5.801 

37.3% 

Technical  Services 

18.669 

18.400 

-0.269 

-1.4% 

Administration/Other 

17.915 

20.998 

3.083 

17.2% 

Children  s  Baseline 

9.927 

"0.087 

0.160 

1.6% 

Total 

78.810 

-9.226 

10.417 

13.2% 

Source:  FAMIS,  Special  Reports 


By  expense,  the  budget  variances  for  personnel 
and  non-personnel  expenses  were  about  equal. 
The  implementation  of  Proposition  E  in  FY 
1994/95  accounted  for  the  majority  of  this 
variance. 


Table  7.  COMPARISON  OF  ORIGINAL  BUDGET  AND  ACTUALS  BY  j 
CATEGORY  OF  EXPENSE:  FY  1993/94-1995/96  COMBINED 

| 

FY  94  througn  96  Combined 


Category 

Original 
Budget 

Actual 

Diff 

%  Diff 

Permanent  Salary 

39.525 

43.966 

4.441 

11.2% 

Temporary  Salary 

9.083 

9.511 

0.428 

4.7% 

Fringe  Benefits 

10.553 

10.852 

0.299 

2.8% 

subtotal 

59.161 

64.329 

'5.168 

8.7% 

Library  Materials 

7.726 

10.811 

3.085 

39.9% 

Telecom/Equipment 

3.251 

2.316 

-0.935 

-28.8% 

All  Other 

8.672 

11.771 

3.099 

35.7% 

subtotal 

19.649 

24.898 

5.249 

26.7% 

TOTAL 

78.810 

39.227 

10.417 

132% 

Source:  FAMIS  Special  Reoorts 


See  also  conclusions  and  recommendations  for 
a  discussion  about  budget  and  financial 
reporting  and  the  need  for  greater  simplicity. 

I 
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FY  1996/97  Budget 


Trie  original  FY  1996/97  operating  budget  for 
he  Library  had  $34. 7  million  in  total  operating 
•evenue  and  S35.3  million  in  expenses.  Table 
3  shows  the  original  budget  by  fund. 


,"able  6.  FY  1996/97  ORIGINAL  OPERATING  BUDGET  BY  FUND 

Library 
General  Prea 

 Firo  Finfl  Otter  Total 

Starting  Fud  Saarra  0.000  3.052  0.000  3.052 

REVENUE  20.596  13.942         0.203  34.741 

EXPENSE  20.596  14  477  0.203  35.275 

SuBty(Dafot)  aooo        3135       oooo  -0.535 

Emrig  Fund  BaJarca  2.517  2.517 

Source:  FAMIS  Soecial  reports 


The  Library  budgeted  for  the  use  of  Library 
Reservation  Fund  balance  in  FY  1996/97.  The 
FY  1996/97  original  budget  assumed  $535,000 
n  Library  Preservation  Fund  balance  use. 

Table  9  compares  the  original  FY  1996/97 
fjjdget  by  category  to  the  actual  FY  1995/96 
revenues  and  expenses: 


Thus,  even  before  addressing  salary  and  wage 
increases,  the  FY  1996/97  budgeted  revenue 
for  the  Library  was  1.6%  below  actual  FY 
J  995/96  and  the  original  budgeted  expense 
was  5.3%  below  actual  FY  1995/96  spending. 


Even  assuming  that  any  additional  salary  and 
wage  increases  would  be  covered  by 
appropriations  from  citywide  reserves,  and 
recognizing  that  at  least  $812,000  in  additional 
lease  purchase  obligations  had  to  be  paid 
beginning  in  FY  1996/97  (for  the  Finance 
Corporation  lease  bonds — see  special  issues 
section),  the  starting  budget  for  the  Library 
wouid  have  required  substantial  cost  cutting  in 
FY  1 996/97  to  be  balanced. 

There  is  little  evidence  that  the  internal 
management  had  planned  for  or  determined 
how  to  address  this  reduced  budget  allocation 
or  variance  between  actual  immediate  past 
spending  levels  and  the  actual  appropriation  for 
FY  1996/97  by  the  first  quarter  of  FY  1996/97. 

In  the  fall  of  1996,  the  City  Controller  projected 
a  FY  1996/97  budget  shortfall  of  $2.8  million 
based  upon  a  straight-line  projection  of  staffing 
costs  in  the  first  quarter. 

In  response  to  the  Controller's  forecast  two 
budgetary  steps  were  taken:  a  supplemental 
appropriation  of  $1.6  million16  was  made  and  a 
reserve  was  placed  against  the  book  budget  of 
$1.2  million  until  such  time  as  alternative 
budget  balancing  strategies  could  be  identified 
by  the  Library. 

Based  on  the  Controller's  six  month  review,  the 
projected  shortfall  had  decreased  (primarily  due 
to  lower  than  expected  citywide  fringe  benefit 
costs)  to  $700,000  and  a  portion  ($500,000)  of 
the  book  budget  reserve  was  released. 

The  eight  month  review  is  currently  being 
finalized.  The  draft  report  (provided  to  the  audit 
staff)  projects  a  revised  year-end  deficit  of 
approximately  $500,000  (net  of  revenues  and 
cost  savings). 


rable  9.  COMPARISON  OF  ORIGINAL  FY  1996/97  LIBRARY 
3UDGET  TO  ACTUAL  FY  1995/96  REVENUES  AND  EXPENSES 

FY  97 


FY  96 
Actual 

Original 
Budaet 

Diff 

%  Diff 

REVENUE 

General  Fund 

20.631 

20.596 

-0.035 

-0.2% 

Library  Preservation 

13.832 

13.942 

0.110 

0.8% 

All  Other 

0.837 

0.203 

-0.634 

-75.7% 

Total.  Revenue 

35.300 

34.741 

-0.559 

-1 .6% 

EXPENSES 

Personnel 

27.214 

25.794 

-1.420 

-5.2% 

Materials 

4.669 

3.705 

-0.964 

-20.6% 

Telecom/Tech/Eauio 

1.957 

1.84 

-0.117 

-6.0% 

Other 

3.421 

3.937 

0.516 

15.1% 

Total.  Expenses 

37.261 

35.276 

-1.985 

-5.3% 

Surplus/Deficit 

-1.961 

-0.535 

1.426 

-72.7% 

Source:  FAMIS  Special  Reports 
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As  we  discuss  in  later  sections  of  the  report, 
there  are  three  areas  of  concern  in  terms  of 
ongoing  resources  (number  of  pages,  funds  for 
building  maintenance,  security  and  repair,  and 
funds  for  adequate  archival  storage  for  books 
and  materials).  Each  of  these  areas  are  likely 
underfunded  at  present. 

In  addition,  there  are  several  areas  where  one- 
time or  short-term  investments  may  also  be 
required: 

•  building  adjustments; 

•  acceleration  of  cataloging  for  reference  and 
special  materials; 

•  staff  training  and  development;  and 

e    upgrades  to  the  DRA  software  to  enhance 
its  utility  to  patrons. 

See  the  conclusions  and  recommendations 
section  for  a  discussion  of  these  items. 

It  is  impossible  to  specifically  quantify  the 
extent  to  which  funding  for  both  the  recurring 
needs  and  the  one-time  investments  could  be 
generated  by  better  or  more  efficient  internal 
management  and  increased  productivity. 

If  the  communication,  performance  measure- 
ment, planning,  training,  and  business  process 
issues  highlighted  in  the  conclusions  and 
recommendations  section  of  this  report  were  all 
corrected,  it  is  possible  that  the  Library  could 
maintain  current  hours,  improve  levels  of 
service  and  do  so  within  the  resources  likely  to 
be  generated  over  time  by  the  Proposition  E 
general  fund  baseline  and  Library  Preservation 
Fund.  However,  it  is  not  obvious  that  this  can 
be  accomplished. 

The  Library  has  relied  heavily  on  Library 
Preservation  Fund  balances  to  cover  its  costs 
the  past  two  years.     Significant  short-term 
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recurring  obligations  for  technology  purchases  . 
must  be  paid  between  now  and  FY  1998/99  K 
(approximately   $1.8   million   per  year — see  ^1 
discussion  on  information  technology  contracts 
in  the  special  issues  section  beginning  on  page 
28). 

Any  additional  wage  or  benefit  increases  will 
significantly  increase  costs  in  this  highly  labor 
intensive  enterprise.  Further,  as  much  of  the 
remaining  discussion  highlights,  the 
tremendous  growth  in  utilization  that  has  j 
occurred  will  be  difficult  to  sustain  if  operational 
problems  in  the  New  Main  and  throughout  the 
system  are  not  corrected.  And  that  correction 
requires  both  one-time  investments  (especially 
in  building  optimization  and  staff  development) 
as  well  as  recurring  support  for  costs  that  are 
often  overlooked  or  deferred  in  times  of  budget 
constraint  (building  operation  and  maintenance  j 
and  ongoing  staff  training). 

Given  ail  of  these  factors,  resource  demands  jl 
on  the  Library  if  service  hours,  levels  of  service,  j 
and  number  of  facilities  are  to  be  maintained 
(let  alone  enhanced)  may  require  additional 
resources   over   and    above   the  minimum 
generated  by  the  Proposition  E  general  fund 
baseline  and  Library  Preservation  Fund  in  j 
future  years. 

While  substantially  improved  management  and 
more    creative    revenue    strategies    could  I 
significantly  improve  this  financial  outlook,  both 
will  take  time  and   will   create  their  own 
controversies. 

In  the  short-term  (FY  1 997/98)  the  Library  may 
require  additional  resources  to  correct  current 
operational  problems,  and  ensure  an  adequate 
level  of  service.  (See  conclusions  and 
recommendations  for  further  discussion.) 
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Growth  Trends  FY  1993/94  through  FY  1995/96 

i 

^otal  operating  revenues  for  the  San  Francisco 
Public  Library  grew  by  65.9%  from  FY  1993/94 
[o  FY  1995/96.  Total  operating  expenses  grew 
dv  72.7%. 

On  the  expense  side,  the  largest  areas  of 
growth  between  FY  1993/94  and  FY  1995/96 
srogrammatically  (Table  2)  were  seen  in  the 
tranches  (60.9%),  Technical  Services 
including  the  book  budget)  (72.2%),  and 
administration  and  management  (including  all 
system-wide  information  technology  and  facility 
naintenance  costs)  (238.8%). 

Tie  branch  costs  pnmariiy  reflect  increased 
staffing  as  a  result  of  Proposition  E.17  The 
Technical  Services  costs  are  driven  largely  by 
ncreased  material  acquisition  (also  due  to 
Proposition  E)  while  the  administrative  and 
management  costs  are  driven  largely  by 
additional  building  and  maintenance  staff  and 
ease-purchase  obligations  for  computer 
systems. 

In  terms  of  categories  of  expense  (Table  3),  by 
far  the  largest  area  of  growth  was  in  labor 
costs.  In  absolute  terms  they  grew  nearly  $10 
million  between  FY  1993/94  and  FY  1995/96. 
in  percentage  terms  they  grew  by  56.6%. 

Telecommunications,  technology  and 
equipment  costs  grew  only  $1 .7  million  over  the 
period — although  the  growth  in  percentage 
terms  was  very  high  for  this  category  at 
!859.3%. 

Appendix  Table  3  displays  the  changes  in 
expenses  by  program  and  by  category  for  the 
i Library  from  July  1993  through  June  1996. 
Note  that  the  first  eight  months  of  FY  1996/97 
tare  not  included  in  this  table. 


There  is  significant  controversy  within  the 
Library  about  the  growth  in  administrative  and 
management  costs  over  the  period.  Many  staff 
expressed  concerns  that  the  growth  was 
excessive.  Table  10  displays  the  actual 
administrative  and  management  expenses  from 
FY  1993/94  through  March  6,  1997  by  category 
of  expense.  The  table  reflects  ail  operating 
fund  sources  including  general  fund,  Library 
Preservation  Fund,  and  other  gifts  and  grants. 


Administration  and  management  personnel 
costs  increased  by  $2.7  million  over  the  period; 
non-personnel  costs  increases  by  $4.2  million 
largely  accounted  for  by  equipment  lease- 
purchase  costs  beginning  in  FY  1995/96. 

The  lease-purchase  costs  are  not  permanent 
recurring  costs  (see  discussion  in  the  special 
issues  section  about  technology  contracts), 
although  it  is  safe  to  assume  that  a  level 
approximately  equal  to  this  amount  will  be 
needed  indefinitely  to  pay  for  building  upkeep 
and  life  cycle  replacement  for  systems  and 
facilities  over  time. 

Note  that  in  the  administrative  personnel  area 
the  largest  increases  were  in  building  and 
security  staff  associated  with  the  opening  of  the 
New  Main. 

Some  amount  of  transition  costs  both  for 
implementation  of  Proposition  E  and  for  the 
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Table  10.  ADMINISTRATIVE  AND  MANAGEMENT  EXPENSES  BY 
EXPENSE  CATEGORY:  FY  1993/94  THROUGH  3/6/97 


FY  94-96 


FY  94 

FY  95 

FY  96 

Change 

%  Change 

Perm  Salary 

1.629 

1.995 

Z945 

1.316 

80.8% 

Temp  Salary 

0.034 

0.170 

0.887 

0.853 

2508.8% 

Fringes 

0.337 

0.468 

0853 

0516 

153.1% 

suxoial 

2.000 

2.633 

4685 

2.685 

134.3% 

Library  Matenas 

0.000 

0.000 

0.022 

0.022 

rva 

Tete/TecnEqijp 

0.097 

0.033 

3.343 

3.246 

3346.4% 

Al  Otter 

0.793 

1.160 

1  741 

0.948 

119.5% 

sifctota! 

0.890 

1.193 

5.106 

4216 

473.7% 

TOTAL 

2.890 

3.826 

3.791 

6.901 

238.8% 

Yearly  Change 

0.936 

5.565 

6.901 

Source:  FAMIS  Special  Reports 
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move  to  the  New  Main  (e.g.,  ongoing  utility 
costs  at  the  Old  Main)  are  included  in  the 
overall  figures.  We  do  not,  however,  believe 
that  they  are  material  or  that  their  omission 
would  significantly  change  theise  growth  trends. 

Clearly  both  revenues  and  expenses  increased 
significantly  during  the  period  reviewed.  In  and 
of  themselves,  however,  these  financial  trends 
tell  very  little  about  the  extent  of  demand  placed 
on  the  Library  system  or  the  adequacy  of 
resources  to  meet  those  demands.  The 
financial  results  must  be  combined  with 
operational  data  and  both  quantitative  and 
qualitative  indicators  of  the  level  of  service  to 
get  a  more  complete  picture  of  the  changes  in 
the  Library  over  this  period. 


|  Growth  in  Operations  versus  Revenue  and 

ICost 


Table  11  shows  the  growth  in  average  weekly 
visits  and  average  weekly  circulation  for  the 
period.  These  operating  statistics  are 
maintained  by  Library  staff. 

All  libraries  estimate  patron  visits  because 
actual  individual  headcounts  is  difficult  (if  not 
impossible)  to  measure  system-wide  on  a  daily 
basis. 

The  Library  is  fortunate  to  have  electronic 
people  counters  in  the  Main  library  and 
selected  branches.  While  critics  may  argue 
with  the  methodology  used  to  adjust  the 
electronically  recorded  data  for  "clumping" 
(large  groups  going  through  the  doors  at  once 
which  cannot  be  adequately  differentiated  by 
the  people  counters),  the  data  is  sufficient  for 
determining  the  order  of  magnitude  of  visit 
volume. 

Both  the  visit  and  circulation  data  appear 
sufficient  for  analytic  and  planning  purposes. 


Note  that  in  FY  1995/96  the  Old  Main  was  open 
from  July  through  December  and  the  New  Main  ^ 
from  April  through  June.  Averages  for  the  two 
separate  periods  are  shown  to  highlight  the 
dramatic  changes.  Annual  changes,  however, 
are  calculated  using  the  weighted  average  for 
the  two  periods. 

Table  11.  CHANGE  IN  AVERAGE  WEEKLY  CIRCULATION  AND 
VISITS:  FY  1993/94  THROUGH  DECEMBER  1996 
Average  Weekly 


Items  Circulating 

Main 

Branches 

TOTAL 

FY  19934 

14,849 

49,690 

54,739 

FY  1994-5 

16,701 

53,096 

69.797 

FY  1995-6  (July-Dec)* 

18,656 

67,173 

85.829 

FY  1995-6  (April-June) 

33.669 

71.685 

105.354 

FY  1 995-6  Weighted  Avg 

22,921 

68.301 

91.222 

FY  1996-7  (6  Mos) 

30.880 

74,285 

105.165 

FY  94-95 

12.5% 

5.4% 

7.8% 

FY  95-96 

37.2% 

28.6% 

30.7% 

FY  96-97 

347% 

8.8% 

15.3% 

FY  94-97  

;;vi08;o% 

48.9%  " 

62^% 

Avg.  Weekly  Visits  " 

FY  1993-4 

18.127 

49,155 

67,282 

FY  1994-5 

22,509 

52,883 

75,392 

FY  1995-6  (July-Dec)* 

18,637 

73,390 

92,027 

FY  1995-6  (April-June) 

60,555 

84,165 

144,720 

FY  1995-6  Weighted  Avg 

30.543 

76.084 

106.627 

FY  1996-7  (6  Mos) 

39,787 

75.061 

114,848 

FY  94-95 

24.2% 

7.6% 

12.1% 

FY  95-96 

35.7% 

43.9% 

41.4% 

FY  96-97 

30.3% 

-1.3% 

7.7% 

FY  94-97          ""    "  ' 

™  119.5% 

52.7% 

-  ^70.7% 

Source:  The  Library 

Note  that  the  first  FY  1995/96  line  (*)  represents  July  through 
December  for  the  Main  and  July  through  March  for  the  branches.  For 
the  Main  the  weighted  average  for  the  year  is  for  the  months  it  was 
open  only;  for  the  branches  the  weighted  average  is  for  the  full  12 
months. 


As  the  table  shows,  average  weekly  circulation 
(items  circulating)  increased  62.4%  system- 
wide  from  FY  1993/94  through  FY  1995/96. 
Average  weekly  visits  increased  70.7%.  In  the 
Main  alone,  average  circulation  increased 
108.0%  over  the  period  and  average  weekly 
visits  119.5%. 

It  is  especially  interesting  to  note  the  impact  of 
the  new  building  on  both  immediate  and  longer 
term  utilization.  As  was  expected,  the  short- 
term  growth  in  visits  after  the  opening  was 
huge.  Average  weekly  visits  in  the  Old  Main, 
from  July  through  December  1996  were  18,63? 
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down  siightly  from  FY  1994/95  but  about  the 
ame  as  FY  1 993/94).  After  the  New  Main's 
Pening,  average  weekly  visits  skyrocketed  to 
-early  61,000— an  increase  of  225%. 

3y  FY  1996/97  this  growth  stabilized  as  the 
loveity  of  the  new  building  wore  off. 
Nevertheless,  the  average  for  the  first  six 
nonihs  of  this  fiscal  year  was  still  113% 
greater  than  prior  to  opening. 

Vhat  is  most  interesting  about  the  data 
ecorded  for  the  New  Main  is  that  the  short-term 
iterest  in  visiting  the  facility  exceeded 
jxpectations  dramatically,  but  the  stabilized 
attendance  (at  about  40,000  average  weekly  or 
j  icout  5,700  per  day)  is  very  close  to  the 
iredicted  level  of  5,500-6,000  visits  per  day 
>ften  cited  by  staff  as  the  original  planning 
issumption  when  the  building  was  under 
lesign. 

k  order  to  understand  the  impact  of  utilization 
"creases  on  the  resource  needs  of  the  Library 
:  is  important  to  evaluate  the  differential  impact 
if  the  increase  in  hours  resulting  from 
'reposition  E  and  the  opening  of  the  New  Main, 
"able  12  shows  the  changes  in  hours  before 
find  after  Proposition  E. 


able  12.  Weekly 

Hours  of     Operation  Before 

and  After 

reposition  E 

Main 

Branches 

Total 

Hours  FY  1994 

47 

754 

801 

Hours  FY  1996 

60 

1,112 

1,172 

Change 

13 

358 

371 

%  Change 

27.7% 

47.5% 

46.3% 

"able    13   shows   the    relative   impact  of 
'reposition  E  and  the  opening  of  the  New  Main 
I  m  visits  ana  circulation. 


5 


Table  13.  IMPACT  ON  UTILIZATION  OF  PROPOSITION  E  AND  THE 
NEW  MAIN 


Main 

3ranches 

Total 

Average  Weekly  Circulation 

FY  94 

14.849 

49,890 

64.739 

Pre-New  Main  FY  96 

18.656 

67,173 

85.829 

Change 

3.S07 

17.233 

21.030 

%'Chanae        "-"           -  j 

;  "  ltt.»%  '  33«»5FrpM 

Post  New  Main  FY  96 

"  33.669' 

~7l7685 

105;  354 

Change  from  94 

18,820 

21,795 

40,615 

%  Change  from  94 

126.7% 

43.7% 

62.7% 

Incremental  Change  96 
Incremental.  Change  'vTTT 

15,013 

:~"-bo:5%~ 

4,512 

.' Mwwz?. 

19,525 

PI  9/ 

30.880 

74,28s"*1"5*' 

105,165 

Change  from  PreMain  96 

12,224 

7,112 

19.336 

%'Change  -'™~™T"":T 

'"^65.6%-  -  10:B%^~ 

3"§"=2Z5"« 

Change"  FY  94-97 

16,031  24,395 

40.426 

%  Change  94-97 

108.0% 

48.9% 

62.4% 

Average  Weekly  Visits 

FY  94 

18.127 

49,155 

67.282 

Pre-New  Main  FY  96 

'  18.637 

73,390 

92.027 

Change 

510 

24,235 

24.745 

%  Change     "  " " :  -- 

Z8%- 

■^^38:8%" 

Post  New  Main  FY  96 

60,555 

~84,165"~" 

"'"144,720 

Change  from  94 

42.428 

35.010 

77,438 

%  Change  from  94 

234.1% 

71.2% 

115.1% 

Incremental  Change  96 

41.918 

1  0,775 

52.693 

%  Incremental  Change 

224.9% 

'14.7% 

~  57.3% 

FY  97 

"~  "39,787 

75,061 

""114.848 

Change  from  PreMain  96 

21,150 

1,671 

22.821 

%"  Change        ~r~ - 

—  ~T3% 

 24.8% 

Change  FY  94-97 

21,660 

25,906 

47,566 

%  Change  94-87 

~  119.5% 

52.7%  " 

70.7% 

Source:  the  Library 


Proposition  E  resulted  in  a  total  increase  in 
weekly  operating  hours  for  the  system  as  a 
whole  of  371  or  46.3%.  For  the  Main  the 
increase  was  13  hours  or  27.7%  and  for  the 
branches  it  was  358  hours,  or  47.5%. 

For  the  system  as  a  whole,  a  32.6%  increase  in 
circulation  and  36.8%  increase  in  visits  resulted 
from  the  additional  hours  implemented  pursuant 
to  Proposition  E. 

An  incremental  increase  in  circulation  of  22.7% 
and  in  visits  of  57.3%  occurred  system-wide 
immediately  following  the  opening  of  the  New 
Main. 

While  the  impact  of  the  New  Main  peaked  in  the 
period  immediately  following  opening  (April 
through  June  1996),  the  continuing  impact  is 
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significant.  An  incremental  22.5%  increase  in 
circulation  and  24.8%  increase  in  visits  (over 
the  leveis  reached  prior  to  the  New  Main  but 
after  the  increase  in  hours  from  Proposition  E) 
has  continued  in  FY  1996/97. 

From  a  financial  perspective  the  question 
remains  about  whether  the  additional  resources 
provided  by  Proposition  E  were  or  should  have 
been  sufficient  to  meet  these  increased  leveis 
of  utilization  and  whether  the  level  of  service 
currently  being  provided  is: 

a)  adequate    to    meet    this    demand  at 
acceptable  quality  levels;  and 

b)  sufficient  to  sustain  desired  services  and 
quality  over  time. 

Visit  calculations  for  both  the  Old  and  the  New 
Main  are  roughly  comparable  as  electronic 
counting  devices  were  in  use  during  this  period 
in  both  buildings.  These  electronic  counts  were 
augmented  by  periodic  samples  using  people 
and  people  counters  at  the  main  entrances. 
The  formulas  used  to  estimate  and  adjust  for 
"clumping"18  appear  reasonable. 

Visit  calculations  for  the  branch  libraries  are 
considerably  less  reliable  as  they  are  based  on 
periodic  head  counts  during  the  year  conducted 
by  on-site  staff.  Whether  the  days  and  times 
selected  for  these  periodic  surveys  are 
adequate  predictors  of  overall  usage  is  not 
known. 

Further,  in  those  cases  where  electronic 
counting  devices  have  been  installed  in 
branches,19  the  counts  after  installation  have 
been  somewhat  lower  than  the  average  counts 
prior  to  installation. 

While  this  may  reflect  actual  declines  in 
utilization  in  these  branches,  it  is  more  likely  to 
indicate  weaknesses  in  the  prior  sampling 


methodology.      We   do    not   believe-  that 
limitations  in  the  visit  data  materially  weakens  * 
the  conclusion  that  demand  is  up  significantly  H 
across  the  branches. 

The  limitations  in  methodology  were  consistent 
throughout  the  period  reviewed,  and,  while  the 
actual  counts  may  be  slightly  overstated,  the 
positive  direction  of  the  growth  is  consistent 
and  more  than  sufficient  to  conclude  that 
increased  utilization  has  been  occurring  in  the 
branches. 


Personnel 


Table  14  shows  the  change  in  total  full-time 
equivalent  employees  (FTEs)  over  the  period 
reviewed.  The  FTEs  have  been  grouped  into 
major  categories.  The  specific  job  I 
classifications  included  in  each  grouping  as  well  I 
as  detailed  yearly  data  by  individual 
classification  are  included  in  the  appendix.20  J 

The  data  in  the  following  tables  are  based  upon 
actual  average  FTEs  in  each  year  as  reflected 
in  the  database  maintained  by  the 
Payroll/Personnel  Services  Division  (PPSD)  of  j 
the  Controller's  Office.  Data  for  FY  1996/97 
represents  the  average  FTE  through  1/10/97. 


Table  14.  CHANGE  IN  FULL-TIME  EQUIVALENT  EMPLOYMENT  BY 


MAJOR  CATEGORY:  FY  1993/94  TO  FY  1996/97 


Average  FTE 

FY  94 

FY  97 

Change 

%  Change 

Administratis  and  Clerical 

18.84 

26.76 

7.92 

42.0% 

Finance  and  Accounting 

5.36 

6.03 

0.67 

12.5% 

IT/Communicalions 

5.40 

10.70 

4  30 

67.2% 

Library  Services 

302.12 

471  49 

169.37 

56.1% 

Custodial/Eng/Securrty 

33.75 

56.38 

32.63 

96.7% 

TOTAL 

366.47 

£81.36 

214.89 

58.6% 

Source:  FAMIS/PPSD 


Total  FTEs  increased  58.6%  from  FY  1993/94  j! 
through  January  10,  1997.  Employment  during 
the  period  actually  peaked  in  FY  1995/96  and 
has  been  declining  since — largely  due  to  a 
hiring  freeze  imposed  as  a  result  of  thei 
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jrojected  budaet  shortfalls  identified  in  fall 

p. 

"he  largest  percentage  growth  was  in 
:ustodial/engineering/security  employees;  the 
argest  numerical  growth  was  in  library  services 
oersonnel  (169.37  FTE).  Library  services 
jersonnel  represent  more  than  80%  of  total 
brary  staff. 

"able  15  shows  the  changes  in  FTEs  by 
:lassification  for  this  largest  category  of 
jmployees. 


able  15.  CHANGES  IN  FULL-TIME  EQUIVALENT  EMPLOYMENT 
Y  CLASSIFICATION  FOR  THE  3600  (LIBRARIAN)  SERIES  FROM 
:Y  1993/94  TO  FY  199&97 

Class    ?Y94  FY97[jStenge 

Library  Page            3602     74.66  110.22     35.56  47.6% 

Library  Assistant        361 0"    33798  74748    40750  ' Tl  972%~ 

Library  TecnT            361~6~    47705  65.83     18778  3979%' 

Library  Teen  II 3618:    1 5.51  30.69 "  ~  1S.f8T  97.9% 

"Ub~ranani               3630      7178  1 12.55  40775~^6.8%~ 

Librarian  il               3632     39.84  57.37     17.53    44  0%~ 

LibranarTdl              3634~    13748"  r4789~      1  gjjj  o:5% ! 

CfieTLibranan          3638~     3767  3.46     -0.41  ~fd76%" 

t       Coorainaor.  CNIdre  ■  3640;  1.00  1.00,     0.00;  Oj0%i 

H      ^TtyTibTanah           3670      1.00  1  00      0700  070%: 

I          TOTAL                              362.19  471.49    169.30  56.0% 

lource:  FAMIS/PPSD 


'he  3600  series  (library  services  group)  grew 
>y  56.0%  over  the  period  with  the  page,  library 
issistant.  and  librarian  I  classifications 
epresenting  the  largest  nominal  growth  (35.56, 
^0. 50,  and  40.75  FTEs  respectively),  while  the 
brary  assistant,  library  technician  II,  and 
brarian  I  classes  grew  the  most  in  percentage 
erms  (119.2%,  97.9%  and  56.8%  respectively). 

*  Vhile  the  overall  size  of  the  full-time  equivalent 
vorkforce  is  of  interest,  the  timing  of  the  growth 
3  even  more  significant  in  terms  of 
understanding  what  has  happened  to  the 
.ibrary  in  recent  years. 

rhe  personnel  systems  at  the  Library  and  the 
ijontroller's  PPSD  do  not  have  accurate 
Jfistorical  information  by  location  or  major 


facility.  In  order  to  obtain  a  clear  picture  of  the 
distribution  of  personnel  by  location  and  to 
evaluate  the  impact  of  Proposition  E  versus  the 
New  Main  on  overall  employment,  it  was 
necessary  to  sample  actual  payrolls  from  each 
of  the  years  in  question. 

Two  pay  periods  from  FY  1993/94,  1995/96  and 
1996/97  and  one  pay  period  from  FY  1994/95 
were  sampled.  Time  sheets  for  100%  of  Library 
employees  were  reviewed  for  each  of  the  pay 
periods.  Full-time  equivalent  employment  was 
calculated  using  actual  hours  and  actual 
location  by  job  classification. 

The  total  FTEs  derived  from  the  samples  differ 
somewhat  from  the  average  annual  FTEs 
generated  by  PPSD.  This  is  not  surprising  as 
the  annual  figures  represent  averages  over  all 
pay  periods,  while  our  samples  represent  only 
the  average  of  two  or  one  pay  periods  per  year. 
The  differences  are  not  material  in  any  year 
and,  therefore,  the  samples  provide  a 
reasonable  basis  for  understanding  what 
happened  by  location  in  terms  of  personnel  in 
response  to  both  Proposition  E  and  the  opening 
of  the  New  Main. 

Table  16  shows  the  FTEs  in  the  sample  periods 
in  FY  1993/94  (wholly  prior  to  Proposition  E), 
FY  1995/96  (after  full  implementation  of 
Proposition  E  but  prior  to  the  opening  of  the 
New  Main  as  the  sample  periods  were  in 
September  and  October  1995),  and  FY  1996/97 
after  the  opening  of  the  New  Main.  For  details 
by  branch  see  Appendix  9. 

The  FTEs  in  Table  16  are  shown  by  class 
(library  services  versus  ail  other)  and  by 
program  (Main,  branches,  Technical  Services, 
Administration/Other). 

Note  that  we  have  also  provided  the  actual 
headcount  for  the  various  periods  by  way  of 
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comparison.  For  headcount  data  by  site  see 
Appendix  Table  11. 

Total  FTE  increased  by  52.4%  following 
Proposition  E  but  prior  to  the  opening  of  the 
New  Main  and  by  an  additional  3.3%  following 
the  opening.  Staff  increases  following 
Proposition  E  but  prior  to  the  New  Main 
opening  account  for  91.2%  of  the  total  change 
in  FTE  over  the  period;  staffing  increases 
following  the  New  Main  opening  account  for  just 
8.8%  of  the  total  increase  over  the  period. 

Note  also  that  staffing  peaked  in  FY  1995/96 
and  has  declined  since.  The  FTEs  for  March 
14,  1997  (as  opposed  to  the 
September/October  1996  average  which  was 
used  for  the  samDie)  are  561.14 — a  decrease 
overall  of  30.66  FTEs,  or  5%  since 
September.  The  majority  of  staff  added  after 
the  opening  of  the  New  Main  were  in  the 
custodial/engineering/security  area. 


Table  16.  CHANGE  IN  FTE  BEFORE  AND  AFTER  PROPOSITION  E 
AND  THE  OPENING  OF  THE  NEW  MAIN 


Proot 

Post  Man 

Program  F> 

94 

FV96 

FY  97 

34-96 

96-97 

94-97 

Brancnes 

Lib.  Serv 

142.91 

27.2 

219.4 

59.0%  I 

-3.4%  I 

53.5% 

Other 

3.01 

4  1 

3.8 

36.7%  I 

-7.3%l 

26.7% 

Total 

145.9! 

;3i.3 

223.2 

58.5%i 

-3.5%l 

53.0% 

Man 

Lib.  Serv 

118.81 

■72.7 

176.0 

45.4%l 

1.9%  I 

48.1% 

Other 

2.01 

2.0 

5.3 

0.0%l 

165.0%  I 

165  0% 

Total 

120.8; 

"74.7 

181.3 

446%. 

3  8% 

50.1%| 

Tech  Serv 

Lib.  Serv 

30.9 1 

J98 

50.4 

51.2%i 

1.2%! 

63.1% 

Other 

76! 

30 

7  8 

5.3%. 

-2.5%l 

2.6% 

Tota 

38.5! 

57.8 

58.2 

50.1%. 

0.7%l 

51.2%l 

AdmrvOther 

Lib.  Serv 

15.01 

28.4 

33.9 

89.3%. 

19.4%l 

126.0% 

Other 

55.7! 

30.7 

95.2 

44  9%, 

18.0%l 

70.9% 

Total 

70.7: 

•09.1 

129.1 

54  3%. 

183%i 

82.6% 

System 

Lib.  Serv 

307.61 

■178.1 

479.7 

55.4%. 

0.3%! 

55.9% 

Other 

68.3: 

948 

112.1 

38  8%: 

18.2%; 

54  1% 

Total 

375.9' 

=72.9 

591.8 

52.4%. 

3  3%. 

57  4% 

Change  »4-M 

19T.0 

91.2* 

Change  M47 

119: 

8J% 

TOTAL  CHANGE 

100.0% 

! 

Source:  Actual  Payroll  Time  Sheets  for  All  Library  Personnel  for  Payroll 
Periods:  FY  1993/94:  10/9-10/22  and  10/23-11/5;  FY  1994/95: 10/8- 
10/21;  FY  1995/96:  9/23-10/6  and  10/7  -  10/20;  FY  1996/97:  9/21-10/4 
and  10/5-  10/18. 


Table  17  shows  the  FTEs  per  year  (from  the  J 
PPSD  database)  and  the  total  personnel  cost  i 
per  year. 

Note  that  the  average  number  of  FTEs  in  Table 
16  is  somewhat  different  than  the  totals  in 
Table  17  because  it  is  based  upon  the  average 
over  all  pay  periods  rather  than  the  average  of 
two  periods  only. 


Table  17.  COMPARISON  OF  TOTAL  FTE  AND  TOTAL  OPERATING 
PERSONNEL  COSTS:  FY  1993/94  TO  1995/96 

 FY  94      FY  95  FY  96  Total 

Salaries  ana  Benefits:  All  Funds  (Smil!)       17.378     19.736  27.214  54.328 

Total  Average  FTE                                   366        427  591  1 ,385 

Average  Cost  per  FTE  (Jthou)                  47  420     46  171  46.047  46.449 

Change  in  Avg.  Cost                                          -2.5%  -0.3% 

Source:  FAMIS/PPSD 


Note  that  the  average  cost  per  FTE  has 
decreased  marginally  over  the  period.  This  is 
especially  noteworthy  as  there  were  significant 
citywide  pay  raises  during  this  period. 

According  to  the  Library's  personnel 
department,  for  the  SEIU  represented 
employees  (more  than  94%  of  Library  staff) 
incremental  pay  increases  of  1%,  1%,  2%  and 
1.5%  occurred  in  July  1994,  July  1995,  July 
1996,  and  December/January  1996/97. 

The  compounded  effect  of  these  increases  was 
to  raise  SEIU  base  wages  by  more  than  10% 
over  the  period.  The  average  step  and  grade 
of  Library  employees  had  to  decline  very 
significantly  over  the  study  period  in  order  for  f 
the  average  cost  per  FTE  to  stay  flat  while 
absorbing  this  magnitude  of  base  wage  : 
increase. 

The  declining  average  FTE  cost  is,  therefore,  a 
function  of  both  a  slightly  higher  percentage  of 
the  workforce  in  lower  classification  jobs  and  a 
higher  percentage  of  employees  at  salary  steqj 
1  of  the  job  classification  (the  lowest  pay  level) 
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ue  to  the 
pposition  E. 


substantial    hiring  following 


able  18  compares  the  distribution  by  job 
lassification  in  FY  1993/94  and  FY  1995/96  for 
le  3600  series  (librarians,  library  assistants, 
brary  techs,  and  pages)  which  accounts  for 
ver  80%  of  the  total  Library  workforce. 

|  shown  on  Table  18,  from  FY  1993/94 
irough  FY  1995/96  the  percentage  of  the  total 
brary  services  workforce  in  the  page  and  tech 
lassifications  increased  from  56.7%  to  60.7% 
fhile  the  percentage  in  the  professional 
brarian  classes  decreased  from  43.3%  to 
9.3%.  See  the  special  issues  section  of  the 
sport  for  a  discussion  of  attrition  and  attrition 
ates. 


able  18.  COMPARISON  OF  THE  PERCENTAGE  DISTRIBUTION  OF 
TE  BY  JOB  CLASSIFICATION:  FY  1993/94  TO  FY  1995/96 


FY  1994 

FY  1996 

Classification 

Number 

Percent 

Number 

Percent 

Library  Page 

74.86 

24.;% 

121.11 

25.0% 

Library  Assistant 

33.98 

11.2% 

75.91 

15.7% 

Ubrary  Tech  I 

47.05 

15.6% 

65.11 

13.5% 

Library  Tech  II 

15.51 

5.1% 

31.46 

6.5% 

subtotal 

171.20 

53.7% 

60.7% 

Librarian  I 

71.80 

23.8% 

115.78 

23.9% 

Li  bran  an  II 

39.84 

13.2% 

55.06 

11.4% 

Libranan  III 

13.48 

4.5% 

14.18 

2.9% 

Chief  Libranan 

3.87 

1.3% 

3.21 

0.7% 

Coordinator.  Children 

1.00 

0.3% 

1.04 

0.2% 

City  Ubranan 

1.00 

0.3% 

1.00 

0.2% 

subtotal 

130.99 

190.27 

39.3% 

TOTAL 

302.19 

100.0% 

483.86 

100.0% 

ource:  FAMIS/PPSD 


Comparative  Statistics 


"or  purposes  of  comparison,  we  have  reviewed 
no  separate  categories  of  library  systems: 


the    20    systems    serving    the  most 
comparably  sized  populations;  and 
the    20    systems    serving    the  largest 
populations  in  the  US  (which  does  not 
include  San  Francisco). 


In  addition,  for  certain  specific  issues  (e.g., 
utilization  of  pages)  we  conducted  phone  and 
mail  surveys  with  selected  systems. 

The  20  systems  with  the  most  comparably 
sized  populations  in  FY  1994/95  (in  order  of 
population  from  highest  to  lowest)  were: 
Cincinnati  and  Hamilton  County;  San  Jose; 
Memphis  and  Shelby  County;  St.  Louis  County; 
Las  Vegas-Clark  County;  Montgomery  County 
(MD);  Contra  Costa  County;  Indianapolis- 
Marion  County;  Jacksonville  Public  Library  (FL); 
Prince  George's  County  (MD);  Fresno  County; 
Tucson-Pima  Library;  Enoch  Pratt  Free  Library 
(MD);  Columbus  Metropolitan  Library;  Atlanta- 
Fulton  County;  Macomb  County  (GA);  Orange 
County  (FL);  Baltimore  County;  Hennepin 
County  (MN);  and  Louisville  Free  Library. 

All  statistics  were  for  the  most  recent  year 
available  (FY  1994/95)  from  the  American 
Library  Association.  It  should  be  noted  that  the 
Library  did  nor  submit  statistics  for  the  PLA 
report  for  this  year.  We  have,  therefore,  used 
internal  FAMIS  and  operational  data  for  the 
Library  numbers.21 

Table  19  shows  the  average,  high,  low  and  the 
Library  comparisons  for  several  key  variables: 
library  expenditures  per  capita;22  salaries  and 
benefits  as  a  percent  of  total  expenditures: 
library  materials  acquisition  as  a  percent  of  total 
expenditures;  circulation  per  capita;  visits;  FTEs 
of  librarian  versus  other  staff;  and  weekly 
circulation/FTEs  of  professional  library  staff. 
The  Library  is  not  included  in  the  statistics  for 
purposes  of  calculating  medians. 

Note  that  the  Library  statistics  for  FY  1994/95 
reflect  a  period  when  Proposition  E  was  only 
partially  implemented  and  pnor  to  the  opening 
of  the  New  Main.  Note  also  that  all  data  is  self- 
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reported  by  the  institutions  and  comparability 
and  accuracy  cannot  be  independently  verified. 


After  partial  implementation  of  Proposition  E 
and  prior  to  the  opening  of  the  New  Main,  the 
Library  exceeded  the  median  of  the  20  library 
systems  serving  the  most  comparably  sized 
populations  on  six  of  nine  variables: 

•  expenditures  per  capita; 

•  personnel  as  a  percent  of  total  operating 
costs; 

•  patron  visits; 

•  total  FTEs; 

•  library  professional  FTEs;  and 

•  other  staff  FTEs. 

On  total  expenditures  per  capita,  the  Library 
exceeded  the  median  of  the  other  systems  by 
more  than  108.3%.  On  three  variables  the 
Library  was  lower  than  the  median: 

•  library  material  expenditures  as  a  percent  of 
total  cost; 

•  circulation  per  capita;  and 

•  weekly  circulation  per  professional  librarian. 


Note,  again,  that  these  statistics  were  prior  to 
the  full  implementation  of  Proposition  E  and  the 
opening  of  the  New  Main.  j 

If  the  material  costs  and  circulation  in  FY 
1994/95  had  been  equal  to  the  actual  material 
costs  in  FY  1995/96,  and  the  annualized 
average  weekly  circulation  in  FY  1996/97 
through  December  (after  the  New  Main  opened 
and  visits  and  circulation  stabilized),  the 
material  acquisition  as  a  percent  of  total 
expenditures  would  have  remained  constant  at 
12.5%  and  the  circulation  per  capita  would 
have  been  7.28 — then  107%  of  the  median. 

These  comparisons  can  be  used  only  for  the 
most  generai  assessment.  Assuming  all 
systems  reporting  have  comparable  strengths 
and  weaknesses  in  data,  you  can  conclude  that 
the  Library  is  somewhat  more  expensive  and 
more  highly  staffed  than  other  public  library 
systems  serving  similarly  sized  populations  but 
that  its  utilization  (in  terms  of  circulation)  is, 
somewhat  lower,  and  its  total  investment  in' 
library  books  and  materials  somewhat  lower 
than  its  counterparts. 

During  the  course  of  the  audit  many  people 
argued  that  comparative  statistics  were  of  little 
use — mainly  because  of  the  very  high  cost  of 
living  in  the  Bay  area  (which  has  driven  up 
relative  labor  costs)  and  because  of  the 
relatively  high  number  of  branches  operated  by 
the  Library. 

Every  city  is  unique  but  many  common 
characteristics  are  shared — particularly  among 
and  between  cities  with  comparable  forms  of 
government  and  similar  patterns  of  public 
employee  organization. 

The  comparative  data  with  systems  serving 
similarly  sized  populations  at  least  raises 
questions  about  whether  staffing  patterns  at  Xh(4 


Table  19.  COMPARISON  OF  SELECTED  OPERATING  AND 
FINANCIAL  CHARACTERISTICS  FOR  THE  20  PUBLIC 
LIBRARY  SYSTEMS  CLOSEST  IN  POPULATION  TO  SAN 
FRANCISCO 


FY  1994-5 

SFPL 

Characteristic  High  Low        Median       SFPL       %  Median 


Expenditures  per  Capita 

$43.18 

J3.12 

S23.08 

S48.07 

208.3% 

Personnel  S  as  %  Total 

85.2% 

51.9% 

64.8% 

73.0% 

112.8% 

Library  Material  Cost  % 

30.2% 

8.3% 

15.1% 

1Z5% 

82.6% 

Circulation  per  Capita 

15.6 

0.4 

6.8 

4.8 

70.6% 

Visits  (mill) 

6.3 

0.3 

1.8 

3.9 

219.1% 

Total  FTE 

719 

53 

356 

427 

119.9% 

Library  Professional  FTE 

171 

12 

94 

144 

153.2% 

Other  Staff  (Includes 

Pages  and  Teens) 

570 

41 

261 

284 

108.8% 

Weekty  Circ/Libranans 

4,173 

103 

1,188 

485 

40.8% 

Source:  Non-SFPL  Data  from  1996  Statistical  Report  of  the  Public 
Library  Association  of  the  American  Library  Association.  SFPL  from 
FAMIS  and  internal  operating  statistics. 
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Jbrary  are  high  overall.  The  apparent  lower 
,  circulation  per  capita  disappears  when  statistics 
Wter  the  New  Main's  opening  are  used. 


Table  20  provides  the  same  data  for  the  20 
argest  systems  in  the  US  in  terms  of  population 
served.  San  Francisco  ranks  49m  among  the 
ibrary  systems  included  in  the  survey  in  terms 
:f  population  in  FY  1994/95.  The  top  20  (in 
*ank  order  from  largest  to  smallest  population): 
Los  Angeies  Public;  Los  Angeles  County;  New 
York  Public;  Chicago;  Brooklyn;  Queens; 
vliami-Dade;  Houston;  Philadelphia;  Orange 
bounty  (CA);  Broward  County;  Carnegie 
Pittsburgh);  San  Antonio;  San  Diego;  Phoenix; 
Sacramento;  Riverside  (CA);  King  County 
WA);  Hams  County  (TX);  Dallas. 


aDie  20.  COMPARISON  OF  SELECTED  OPERATING  AND 
:iNANCIAL  CHARACTERISTICS  FOR  THE  20  LARGEST  PUBLIC 
IBRARY  SYSTEMS 

FY  1994-5 

SFPL 

Charaaoosoc  Htgn  Low        Median       SFPL       %  Median 


=*D«naitLires  per  Caoita  $33.17         $8.33  S18.22  $48.07  263.8% 

(Aersonnei  $  aa  %  Total  78.8%       53.2%  64.3%  73.0%  113.7% 

Lorwy  Material  Coal  %  19.6%         7.4%  13.5%  12.5%  92.5% 

Circulation  ov  Caorta  11  6           2.0  4  4  4  8  108  4% 

Visits  (mill)  9.4            17  4.2  19  92.3% 

Total  FTE  1.739           1  91  548  427  65.9% 

Lfcrary  Professional  FTE  577            51  200  144  72.0% 
OtnerSLafl  (Inciuoes 

» ages  and  Toots  I  1.162          123  448  284  63.4% 

■MUy  Circ/Utxman  1.625          384  880  485  55.1% 

Source:  Non-SFPL  Data  from  1996  Statistical  Report  of  the  Public 

jbrary  Association  of  the  American  Library  Association.  SFPL  from 

AMIS  ana  internal  operating  statistics.   


t  is  not  surprising  that  the  cost  per  capita 
ndices  go  down  dramatically  for  the  large 
systems.  The  fixed  system  costs  are  spread 
)ver  significantly  higher  populations  (on 
iverage  about  double  the  San  Francisco 
)opulation).  It  is  also  predictable  that  absolute 
:  TE  levels  would  be  higher  on  average  in  the 
nuch  bigger  systems. 


n  three  of  the  nine  indicators  the  Library  is 
igher  than  the  20  largest  systems: 


•  expenditures  per  capita; 

•  personnel  cost  as  a  percentage  of  total  cost; 
and 

•  circulation  per  capita. 

For  six  factors  the  Library  is  lower  than  the 
median  of  the  20  largest  systems: 


•    library  materials  as  a  percentage  of  total 
cost; 
visits; 
total  FTEs; 
professional  FTEs; 
non-professional  FTEs;  and 
weekly  circulation  per  professional  librarian. 


The  latter  is  again  interesting  as  one  might 
expect  the  average  circulation  per  professional 
librarian  to  be  considerably  higher  in  much 
larger  systems  just  because  of  the  scale  of  the 
populations  served.  Actually  the  median  for  the 
larger  systems  is  about  20%  lower  than  for  the 
smaller  systems  at  880  and  1,188  respectively. 
San  Francisco  compares  unfavorably  to  both. 

Special  Issues 

During  the  course  of  the  interviews  a  number  of 
special  issues  were  raised  repeatedly.  They 
included: 

•  Where  has  the  Proposition  E  money  gone? 

•  How  expensive  was  the  decision  to  extend 
hours  beyond  the  minimum  required  by 
Proposition  E? 

•  What  happened  to  the  $2  million  reserve 
that  was  supposed  to  be  maintained  in  the 
Library  Preservation  Fund? 

•  What  are  the  rates  of  attrition  by 
classification  and  how  feasible  is  reliance  on 
attrition  for  budget  balancing? 

•  How  much  money  was  spent  on  the  New 
Main  and  branch  renovations? 


•9 
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•  What  happened  with  the  Digital  contract  for 
hardware  and  software? 

•  What  is  the  status  of  the  on-line  catalog  and 
collection  planning  and  management? 

•  What  has  the  system  spent  on  books  and 
library  materials  and  how  does  it  compare 
with  other  libraries? 

•  How  does  the  use  of  pages  and  cost  of 
pages  compare  with  other  library  systems? 

Each  of  these  issues  is  discussed  separately 
below. 


21  shows  the  revenues  and  expenses  in  the 
LPF  from  FY  1994/95  through  3/6/97. 


Proposition  E:  Where  has  the  money  gone? 


Proposition  E  was  passed  by  San  Francisco 
voters  on  June  7,  1994. 23  Providing  for 
additional  hours  and  more  resources  for  books, 
Proposition  E  was  intended  to  increase 
services  in  the  Library  branch  libraries  (as  well 
as  the  Main)  and  to  provide  a  more  stable 
source  of  greater  funding  for  the  library  system 
for  at  least  15  years. 

Proposition  E  provides  for  two  sources  of 
funding  for  the  Library: 

•  a  baseline  general  fund  amount;  and 

•  a  dedicated  set-aside  of  a  portion  of  the 
City's  property  tax  revenues. 

The  calculation  of  the  baseline  general  fund 
amount  is  done  by  the  City  Controller  and  the 
method  for  doing  the  calculation  has  changed 
over  time.24  The  proposition  also  provides  for  a 
set-aside  from  property  tax  revenues  equal  to 
SO. 025  per  one-hundred  dollars  ($100)  of 
assessed  valuation. 

It  is  the  fund  created  with  these  dedicated 
property  tax  revenues  that  was  the  subject  of 
most  of  the  questions  raised.  The  Library 
Preservation  Fund  (LPF)  was  established 
pursuant  to  Proposition  E  in  FY  1994/95.  Table 


Table  21.  LIBRARY 

PRESERVATION 

FUND 

REVENUES 

AND 

EXPENSES  :  FY  1994/95  THROUGH  3/6/97 

Library  Preservation  Fund 

FY  97 

FY  1995 

FY  1996 

YTD 

Total     %  Total 

Starting  FltU  Balance 

0.000 

5.075 

3.046 

rVa 

REVENUE 

Property  Tax 

13.883 

13.636 

7.299 

34818 

98.9% 

Interest  Income 

0.203 

0.196 

0.002 

0.401 

1.1% 

Totai 

14.086 

13.832 

7.301 

35.219 

100.0% 

EXPENSES 

Mam 

0.516 

1942 

2.440 

5.897 

17.1% 

Branches 

1.067 

3.999 

4.834 

9.900 

28.7% 

Tecrncal  Services 

Z939 

3.082 

Z136 

ai57 

23.6% 

Adm  i  nstratio  n 

0.523 

Z622 

0.232 

3.377 

9.8% 

Other 

3.966 

3.216 

0.000 

7.182 

20.8% 

Total 

9.011 

15.861 

9.642 

34.514 

100.0% 

Suptus/Defiat 

5.075 

-1029 

-2.341 

0.705 

2.0% 

Source:  FAMIS  Special  Reports25 

A  total  of  $35.2  million  in  revenue  has  been 
generated  for  the  LPF  since  inception.  98.9% 
of  the  revenue  comes  from  taxes  and  tax 
related  fines  and  1.1%  comes  from  interest 
earned  on  fund  balances. 

A  total  of  $34.5  million  has  been  spent.26 1  |j 
17.1%  has  been  spent  on  the  Main;  28.7%  on 
the  branches;  23.6%  on  Technical  Services 
(including  all  book  expenditures);  9.8%  for 
administration  and  20.8%  for  other.  The  "other" 
category  consists  of  two  major  payments: 

•  a  transfer  out  to  the  general  fund  of  $3,966 
million  in  FY  1994/95  to  reimburse  LPF 
costs  advanced  from  the  general  fund 
during  the  first  year  of  implementation;  and 

•  $3,114  million  in  FY  1995/96  for  computer 
acquisition  and  lease  purchase  annual 
payments.  $2.2  million  of  this  amount  was 
subsequently  converted  to  a  lease  purchase 
obligation  and  the  LPF  was  repaid  $1,621  of 
the  total  in  FY  1995/96  (credited  to  the 
Technical  Services  book  fund)  and 
$545,216  in  FY  1996/97  which  was  utilized 
in  the  fall  supplemental  (see  discussion  on 
FY  1996/97  budget).  The  balance  of  th 
$3,114  million  was  used  for  the  first  annu 
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payment  for  the  Digital  leases  (see  below. 
L  information  technology  contracts  section). 

in  terms  of  categories  of  expense,  Table  22 
shows  the  distribution  of  LPF  expenses  from 
FY  1994/95  through  March  6,  1997  (for  all 
/ears  combined): 


Table  22.  DISTRIBUTION  OF  EXPENSES  BY  CATEGORY  AND 
PROGRAM:  LPF  ALL  YEARS 

Program 
Tech 


Exoense 

Man  8n 

Sarvcea 

Admn 

Other 

Total 

%Tot 

Perm  Salary 

2.944 

4.512 

0.569 

0.882 

0.000 

8.907 

26% 

Tamp  Salary 

1.992 

3.490 

1  578 

0.846 

0.000 

7.906 

23% 

Fringes 

0.914 

'  765 

0  423 

0  351 

O.OOO 

3.453 

10% 

suDtotal 

5.851 

9.767 

2.570 

2.079 

O.OOO 

20.267 

59% 

Lfirary  Matenais 

0.001 

0.000 

5.383 

0.001 

0.000 

5.385 

16% 

Tele/TectVEauio 

0.000 

0.027 

-1  580 

0.160 

3.216 

1.823 

5% 

All  Other 

0  044 

0.106 

1  784 

'  136 

7  036 

20% 

suDtotal 

0  046 

3.133 

=  587 

'  297 

7  182 

14  245 

41% 

"OTAL 

3  897 

:-  soo 

I  157 

3  377 

7  182 

34  514 

100% 

%  of  Total 

17% 

29% 

24% 

10% 

21% 

-.00% 

Source:  FAMIS  Special  Reports 


59%  of  the     funds  have  been  spent  on 
Dersonnel,  21%  on  books  and  equipment,  and 
20%  on  repayments  to  the  general  fund  and 
^Dmputer  lease  purchase  advances  and  annual 
Payments. 

Currently  the  Library  does  not  have  formal 
Dolicies  or  guidelines  for  what  will  be  charged  to 
the  general  fund  baseline  and  what  will  be 
charged  to  the  Library  Preservation  Fund.  To 
date,  these  allocations  appear  to  have  been 
relatively  arbitrary.  Further,  there  is  a  natural 
tension  between  the  Library's  interest  and 
overall  city-wide  needs  in  this  area. 

Because  Library  Preservation  Fund  balances 
are  retained  in  the  fund  and  carry-over  from 
year  to  year,  it  is  natural  for  the  city  to  want  the 
Library  to  use  up  all  LPF  funds  before  charging 
to  the  general  fund. 

Clarifying  what  the  Library  believes  the  LPF 
funds  should  be  used  for,  and  then  resolving 
hkrith  the  administration,  Controller  and  Board  of 
"Supervisors  policies  and  procedures  (especially 
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for  year-ena  ciose)  that  reflect  those  policy 
priorities  would  be  helpful. 


Proposition  E:  What  did  the  extra  hours  cost? 


Proposition  E  required  that  the  Library  extend 
library  hours  to  a  minimum  of  1,028  per  week. 
As  shown  on  Table  12,  prior  to  Proposition  E 
the  Library  was  open  801  hours  a  week.;  47 
hours  in  the  Old  Main  and  754  in  the  branches. 

In  October  1994  the  Library  Commission 
considered  three  options  for  implementing 
Proposition  E. 

The  first  wouid  have  extended  the  minimum 
number  of  weekiy  hours  (1,028)  required  by 
Proposition  E.  The  second  would  have 
provided  a  total  of  1,150  hours,  and  the  third  a 
total  of  1,300  hours. 

The  Commission  adopted  the  second 
alternative.  When  fully  implemented  the  system 
actually  increased  hours  slightly  above  the  plan 
adopted  by  the  Commission  to  a  total  of  1,172 
per  week.  That  is  the  number  of  weekly  hours 
the  library  system  is  currently  open. 

In  order  to  determine  the  cost  to  the  system  of 
adopting  the  1,172  hour  standard  we  analyzed 
actual  expenses  for  the  first  six  months  of  FY 
1996/97.  Actual  direct  personnel  costs  were 
recorded  by  individual  branch  beginning  in  FY 
1996/97  thus  allowing  a  site-by-site  analysis. 

As  noted  earlier  in  the  report,  the  Library 
currently  has  no  system  for  allocating  centrally 
budgeted  direct  costs  or  central  overhead 
expenses  to  individual  programs  or  cost 
centers.  Therefore,  it  is  difficult  to  compare  the 
costs  per  hour,  per  FTE,  per  patron  visit,  or  per 
circulating  item  of  the  individual  branches. 
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In  order  to  get  some  perspective  on  these 
relative  costs  we  developed  a  very  basic  cost 
allocation  model.  The  analysis  included  all 
operating  expenses  regardless  of  funding 
source  (general  fund,  Library  Preservation 
Fund,  gifts  and  grants). 

The  cost  of  the  Chief  of  Branches  and  the  costs 
associated  with  extension  services,  the 
bookmobiles,  and  miscellaneous  "other"  were 
allocated  to  the  branches  only  based  upon  the 
FTEs  by  branch. 

Technical  Services,  administration,  and 
children's  baseline  expenses  were  allocated  to 
the  Main  and  individual  branches  based  upon  a 
weighted  average  of  FTE,  circulation,  and  visits 
(50%,  25%,  25%  respectively). 

This  reflects  an  assumption  that  in  a  highly 
labor-intensive  enterprise  like  the  Library, 
overhead  costs  are  driven  as  much  by  size  of 
workforce  as  any  other  factor.  We  assume, 
however,  that  book  and  material  acquisition  and 
other  Technical  Services  are  driven  more  by 
volume. 

The  use  of  all  three  variables  provides  for  a 
reasonable  allocation  basis.  In  a  more 
sophisticated  cost  allocation  system  we  would 
have  used  a  much  greater  number  of 
variables — for  example,  square  footage  to 
allocate  utility  and  maintenance  costs  or  actual 
book  and  material  acquisition  by  location. 

We  then  calculated  the  cost  per  hour  of 
operation  on  a  branch-by-branch  basis, 
including  the  Main.  The  total  cost  (direct  plus 
allocated)  for  each  facility,  the  hours  for  each 
branch  and  the  cost  per  hour  are  displayed  on 
Table  23. 

The  cost  per  hour  ranges  from  a  high  of 
$5,148.07  for  the  New  Main  to  a  low  of  $140.30 


for  Ocean  View.  The  average  cost  per  hour 
system-wide  is  $559.37.  For  the  resource 
branches,  the  average  fully  allocated  cost  per 
hour  is  $498.05;  for  all  other  branches  it  is 
$237.30. 


The  minimum  number  of  hours  required  by 
Proposition  E  was  1,028  per  week.  This  is 
12.3%  lower  than  the  actual  1,172  per  week 
currently  operated. 

It  is  not  possible  to  precisely  calculate  the 
marginal  cost  of  the  additional  hours  with  the 
data  currently  available.  A  much  more 
sophisticated  cost  allocation  system  would  be 
necessary  that  could  adequately  differentiate 
fixed  and  variable  costs. 

1 


Table  23.  COMPARISON  OF  THE  TOTAL  COST  PER  HOUR  OF  THE 
MAIN  AND  BRANCHES  FOR  THE  FIRST  SIX  MONTHS  OF  FY 
1996/97 


Direct 

Cost 

Brancti 

Total 

Hours 

o*r  Hour 

Ami  

0.113 

0  157 

0  269 

1,092 

$246.79 

Bayvww 

0  080 

0  123 

1,045 

S194.22 

Rmtiai  H*intit* 

0  058 

0  105 

0  164 

$177.58 

^tiln  tlnwii* 

wninwini 

0  344 

0  607 

'J  3D  I 

1  VIA 

S693.84 

CUBM  V  til  WV 

0  122 

0  146 

n  oca 

1 ,092 

S245.0S 

Excelsior* 

U  I  /  D 

0.459 

1,371 

$334.94 

CI]  an  OmV 

n  in? 

U.UO  1 

0.1 1 8 

799 

$147  70 

fViL*l«n  f^RlR  Park 

0.074 

0  072 

0  146 

7QQ 

S182-78 

Ingtftjoo 

0.073 

0.080 

0.154 

801 

>  131  W 

Manna 

0.229 

0.275 

0.503 

1.221 

$412.36 

Man  Library 

4  682 

3.009 

;  691 

1  494 

S5. 148.07 

Merceo 

0.107 

0  171 

0.277 

1  000 

$277  40 

Mission* 

0.322 

0.389 

3.710 

1.371 

$517  93 

Noe  Valley 

0.057 

0.117 

0174 

948 

$183.69 

North  Beacn 

0.139 

0232 

0.372 

1,092 

$340.32 

Ocean  View 

0.063 

0.049 

0.112 

801 

$140.30 

Ortega 

0.143 

0.234 

0.378 

1,117 

$338.24 

Parte 

0.072 

0.092 

0.164 

1,000 

$163.74 

Partes  ide 

0.087 

0.181 

0.267 

1,092 

$244.81 

Portola 

0.041 

0.097 

0.138 

799 

S17ZS0 

POCtTBfO 

0.068 

0.076 

0.144 

948 

$152.33 

Presidio 

0.088 

0.106 

0.194 

1,003 

$193.65 

Richmond* 

0.303 

0.448 

0.751 

1.371 

$548.04 

Sunser 

0.288 

0.391 

0  678 

1,371 

$494  81 

Visitaoon 

0.076 

0.100 

0.176 

800 

$220.11 

Weal  PortaT 

0.222 

0.325 

0.547 

1,371 

S3S8.75 

Western  Addition 

0  151 

0.178 

0.330 

1.120 

$294  43 

Total/Average 

8.216 

8.124 

■6.340 

29.211 

$559.37 

a 

MamLfenry. 

1  '•  4.682:. 

£009.. 

7.691: 

'  1;494- 

K,14a07 

Rwourca  Uxmne* 

_  1.655 

2.442 

4.097 

8,226 

-  $496.05 

AH  Other 

,  :i  1.807' 

2381 

:4:388L 

_  $18,491 

$237.30 

Source:  FAMIS  Special  Report  and  the  Library 
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We  quantify  an  order  of  magnitude,  however, 
•jby  focusing  only  on  the  direct  expenses  of  the 
jlarious  branches.  This  assumes  that  ail 
[centrally  budgeted  direct  costs  (e.g.,  books  and 
technology  expenses)  and  central  overhead 
(the  two  categories  included  in  "allocated  costs" 
□n  Table  23)  would  be  the  same  whether  the 
system  was  open  1,028  or  1,172  hours  per 
ueek. 

Table  24  displays  the  direct  cost  per  hour  of  the 
various  branches  for  the  first  half  of  FY 
1996/97-^-omitting  the  allocated  expenses. 


Table  24.  COMPARISON  OF  THE  DIRECT  COST  PER  HOUR  OF 
HHE  MAIN  AND  BRANCHES  FOR  THE  FIRST  SIX  MONTHS  OF  FY 
996/97 


Direct 

Cost 

£xD*9nsos 

Anza 

3.113 

1,092 

S103.36 

Bayview 

0.080 

1,045 

S76.17 

Bemai  Heignts 

0.058 

922 

S63.33 

Chinatown* 

0.344 

1.371 

$251.22 

Eurw-a  Valley 

0.122 

1,092 

$111.77 

Excelsior* 

0.176 

1.371 

$128.42 

Glen  Pare 

0.037 

799 

$46.89 

Golden  Gate  Pare 

0.074 

799 

$92.95 

Ingles  ee 

0.073 

301 

$91.68 

Manna 

0.229 

1.221 

$187.41 

Mar  Library 

4682 

1,494 

$3,133.74 

Mercaa 

0.107 

1,000 

$106.73 

Mission' 

0.322 

1,371 

$234  55 

Noe  Valley 

0.057 

948 

$59.80 

Norm  Beacn 

0.139 

1,092 

$127.42 

Ocean  View 

0.063 

801 

$78.56 

Ortega 

0.143 

1.117 

$128.34 

Pare 

0.072 

1.000 

$72.19 

Pares  ee 

0.087 

1,092 

$79.46 

Portoia 

0.041 

799 

$51.60 

Portrero 

0.068 

948 

$71  83 

Presidio 

0.088 

1,003 

$87.61 

Richmond" 

0.303 

1,371 

$221.25 

Sunser 

0.268 

1.371 

$209.89 

Visrtacen 

0.076 

800 

$95.18 

We»t  Portal* 

0.222 

1,371 

$161.71 

Western  Addition 

0  151 

1.120 

$135.25 

Total/Average 

8216 

29.211 

$281.27 

M-HrtLbrary 

4.682 

1;494 

$3,133.74 

Reacxrcs  Libraries 

1.655 

3.226 

$201.17 

AflOtfier 

1.807 

118,491 

$97.74 

ttfi  Source:  FAMIS  Soeciai  Report  and  the  Library 


be  The  system-wide  average  direct  cost  per  hour 
:or  library  operations  in  the  first  half  of  FY 
1 996/97  was  $281.27.  Total  direct  costs  for  the 
jrst  half  of  the  year  were  $8,216  million.  The 
lours  in  the  first  half  of  FY  1996/97  were  12.3% 


higher  than  the  minimum  required  by 
Proposition  E.  The  actual  hours  of  operation  in 
the  first  half  of  the  year  totaled  29,21 1 . 

Had  the  hours  actually  been  12.3%  lower  they 
would  have  been  25,622.  At  $281.27  per  hour 
the  total  direct  costs  would  have  been  $7,388 
million  or  $828,000  lower  than  the  actual  for  the 
first  half  of  the  year. 

Assuming  that  direct  expenses  are  relatively 
equal  in  the  first  and  second  half  of  the  year, 
the  additional  annual  cost  of  the  extra  hours  is 
a  minimum  of  $1.6  million  (in  FY  1996/97 
dollars). 

It  should  be  again  emphasized  that  this 
analysis  is  provided  as  a  gross  indicator  of  the 
range  of  added  costs  as  a  result  of  the  policy 
decision  to  expand  service  beyond  the 
minimum  required  by  Proposition  E. 

It  should  not  be  construed  as  a  full 
accounting  of  the  comparative  cost  of  each 
branch  nor  can  the  data  be  used  to  estimate 
the  cost  savings  that  couid  accrue  if  fewer 
branches  were  operated. 

An  analysis  of  the  relative  costs  of  individual 
branches  and  the  actual  cost  avoidance  that 
could  be  achieved  by  either  fewer  hours  or 
fewer  branches  requires  a  reliable  and  much 
more  sophisticated  cost  allocation  model,  one 
that  utilizes  accurate  information  on  factors  as 
varied  as  book  purchases  by  branch  and  facility 
age  and  size. 

That  model  would  only  be  as  good  as  the 
operational  data  upon  which  it  is  based — 
operational  data  that  is  not  now  readily 
accessible  (for  example,  the  actual  costs  per 
branch  of  library  materials  annually). 
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See  further  discussion  in  the  conciusions  and 
recommendations  about  the  need  for  such  a 
cost  allocation  system. 


Proposition  E:  What  happened  to  the  reserve? 


Many  members  of  the  Library  Commission 
raised  issues  about  the  Library  Preservation 
Fund  balance.  The  Commission  established  a 
policy  to  maintain  at  least  a  $2  million  fund 
balance. 

As  can  be  seen  on  Table  21,  in  the  first  year 
the  Library  Preservation  Fund  generated  a 
S5.075  million  surplus.  $2,029  million  of  that 
surplus  was  used  in  FY  1995/96  to  support  the 
spending  outlined  on  Tables  21  and  22, 
reducing  the  remaining  balance  to  $3,046 
million. 

An  additional  $542,416  was  to  have  been 
reimbursed  to  the  Library  Preservation  Fund  in 
FY  1996/97  for  the  balance  of  LPF  monies 
advanced  to  buy  computer  equipment  which 
was  subsequently  lease  financed.  Had  there 
not  been  a  budget  problem  in  FY  1996/97, 
these  funds  would  have  increased  the  overall 
fund  balance  at  year-end.  They  were  applied, 
however,  to  cover  a  portion  of  the  supplemental 
appropriation  approved  in  FY  1996/97. 

The  original  FY  1996/97  budget  assumed  that  a 
surplus  of  $2.5  million  would  remain  in  the  LPF 
by  year-end  FY  1996/97. 

Depending  on  the  April  1997  actual  property  tax 
receipts  and  decisions  about  releasing  the 
remaining  $700,000  reserve  in  the  book  fund, 
the  Library  Preservation  Fund  balance  may 
again  end  the  fiscal  year  significantly  below 
where  it  began. 


It  should  be  noted  that  even  if  the  entire  reserve 
against  the  book  budget  is  released  following 
the  eight  month  report,  the  Library  will  not  be 
able  to  acquire  the  full  level  of  books  originally 
planned  for  the  year  due  to  ordering  lead-time 
and  city  procurement  deadlines.  Therefore,  the 
Commission  may  wish  to  consider  increasing 
the  FY  1997/98  book  budget  by  an  amount 
equal  to  what  would  have  been  spent  on  books 
and  materials  had  there  not  been  budgetary 
and  timing  delays  in  FY  1996/97. 


sly 


EY 


Attrition 


Budget  balancing  plans  often  rely  on  attrition  as 
a  major  cost  saving  strategy.  The  utility  of  this 
strategy  varies  widely  depending  on  the  nature 
of  the  institution,  the  skill  leveis  of  the  workforce 
involved,  the  nature  of  the  "production  function" 
(i.e.,  how  critical  human  resources  are  to  the 
service  volume  or  quality  produced),  and  the 
compensation  profile  of  the  workforce. 

Labor  intensive  operations  tend  to  fare  poorly^ 
when  attrition  is  employed  as  a  major  budget 
balancing  vehicle.  Because  management 
cannot  control  where  or  when  natural  attrition 
occurs,  significant  disparities  can  be  created 
operationally  if  more  attrition  occurs  among 
"mission  critical"  staff  than  in  other  areas. 

Further,  the  ability  to  reduce  the  workforce 
through  this  relatively  arbitrary  method  requires 
constant  attention  to  business  process 
reengineering  and  functional  reassignment.  In 
the  absence  of  such  vigilance,  critical  staff 
shortages  can  occur  that  undermine  the  quality 
of  service  and  contribute  to  an  overall  cost  of 
poor  quality  in  operations  (see  further 
discussion  in  the  conclusions  and 
recommendations  section). 


Comparative  statistics  on  staff  turnover  in  other^ 
library  systems  are  not  available  and  the  time* 
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e  (eriod  of  the  audit  precluded  a  major  original 
mparative  study.  We  have,  however, 
alyzed  the  rate  of  attrition  by  job 
assification  for  the  Library  since  July  1993 
nd  can  reach  several  conclusions  about  the 
ility  and  desirability  of  attrition  as  a  major 
udget  balancing  tool. 


able  25  shows  the  turnover  in  staff  by  job 
ategory  from  July  1993  to  March  199727: 


ble  25.    TURNOVER  IN 

STAFF  BY  MAJOR  CATEGORY:  JULY 

93  TO  MARCH  1997 

Active 

jjy  93  to  March  97       Net       %  Net 

Active 

tegorv 

Jul- 93 

Hred      Separated  Change  Change 

Mar-97 

u 

 n  5'      s  20.s% 

:g 

■nee 

8 

0                4-4  -50.0% 

4 

onTBtxn/  Conm 

7 

3                 3           5  71.4% 

12 

gncereq,  Custocsai 

54 

31                3         23  42.6% 

77 

rarv  Servces 

S58 

335             286         49  7.4% 

707 

tal 

fol 

Jib                              is      '  J. 4% 

32S 

Ktttb  eouivaient  Avg 

Joo.4/ 

Ho  of  Haadcount  to 

Itrre  Equivalent 

0.49 

0.70 

iurce:  Controller's  PPSD 

able  26  shows  the  same  information  for  the 
00  series  (library  services  staff)  only. 


ge  (35021  

jotam  (3610) 
en  I  (3816) 
cn  1 1  (3618) 
uototal 

ranan  1(3630) 
ranan  1(3632) 
ranan  1(3634) 
ief  Ubranan  (3638) 
/  Librarian 
j  uototal 


ble  26.  TURNOVER  IN  LIBRARY  SERVICES  STAFF:  JULY  1993 
)  MARCH  1997 


ISme  Eouivaient  Avg  3-66.4/ 
DO     Headcoum  io 
Itime  Equivalent  0.56 

mrce:  Controller's  PPSD 


Active 

July  93  to  March  97 

Net 

%  Net 

Active 

Jul-93 

-tred 

Separated 

Change 

Change 

Mar-97 

267 

212 

218 

-5 

-12% 

1  251 

95 

16 

10 

6 

6.3% 

101 

76 

14 

12 

2 

2.6% 

78 

26 

5 

0 

5 

19J2% 

31 

464 

■  :47 

240 

—  1.5% 

X7T 

116 

80 

39 

41 

35.3% 

157 

57 

7 

3 

4 

7.0% 

61 

15 

1 

2 

-1 

-6.7% 

14 

4 

0 

1 

-1 

-25.0% 

3 

1 

0 

0 

0 

0.0% 

1 

193 

38 

45 

43 

22-3% 

  238 

557 

335 

2B6 

■"  50 

.\e% 

707 

"SST5T 


0.82 


or  the  system  as  a  whole,  and  for  the  3600 
sries  by  itself,  there  was  no  net  attrition  from 
j|y  1993  to  March  1997.  Total  headcount 
-ew  by  1 0.4%  and  3600  headcount  by  7.6%- 
hich  is  not  surprising  given  the  implementation 
j  Proposition  E  during  the  period.  On  a 
'ogrammatic  basis,  only  the  finance  and 


accounting  area  had  a  net  loss  in  headcount 
over  the  period. 

A  total  of  307  people  separated  from  the 
payroll  during  the  period,  of  whom  218  (or 
71%)  were  pages.  These  positions  could  not 
have^all  been  held  vacant  indefinitely  if  the 
library  system  was  to  operate.  Further,  even  if 
they  had  been,  because  pages  are  the  lowest 
paid  group  in  the  library,  attrition  in  the  page 
ranks  would  have  had  the  least  financial 
impact. 

The  average  hours  worked  for  part-time 
personnel  had  to  increase  very  significantly 
over  the  period  as  the  ratio  of  FTEs  to 
headcount  went  up  significantly.  The  ratio 
increased  from  0.49  in  1993  to  0.70  now 
(system-wide)  and  0.56  to  0.82  for  library 
services  personnel.  This  explains  why  the  total 
FTEs  increased  proportionately  more  than  total 
headcount  over  the  period — approximately 
58.6%  growth  in  FTEs  but  oniy  a  10.4%  growth 
in  headcount. 

Total  library  services  headcount  increased 
7.6%  over  the  period  while  library  pages 
actually  decreased  (-2.2%);  total  pages, 
assistants  and  techs  increased  just  1.5%,  and 
total  professional  librarians  increased  22.3%. 

Note  also  that  the  headcount  has  decreased 
from  September  1996.  In  that  month  the 
Library  had  864  people  on  payroll.  By  March 
1997  it  was  down  to  829 — a  decrease  of  35,  or 
4%. 

There  is  not  sufficient  attrition  in  the  higher  paid 
ranks  of  the  Library  to  create  any  significant 
budgetary  savings  nor  is  it  clear  that  significant 
reductions  in  the  higher  professional  ranks 
could  be  accommodated  without  an  adverse 
impact  on  service  quality  and  operations.  While 
overall  staffing  may  be  somewhat  higher  in  the 


Coda  Partners,  LLC  51 12  44*  Street  N.W.  Washington,  D.C.  20016  codapart@erols.com 


25 


San  Francisco  Public  Library  Strategic  Audit 

Apni  1997 


Library  than  in  library  systems.,  serving 
comparably  sized  populations,  the  current 
staffing  is  not  generating  sufficient  production  to 
meet  service  demands  and  maintain  consistent 
operations  in  critical  areas  such  as  sorting  and 
shelving  (see  further  discussion  below). 


Library  Improvement  Funds:  The  New  Main  and 
Branches 


In  November  1988  San  Francisco  voters 
approved^  Proposition  A,  a  general  obligation 
bond  program  of  $109.5  million  for 
improvements  to  the  Public  Library  system. 

The  1988  Public  Library  Facilities  System 
Improvement  Bonds  were  to  include  $104.5  for 
a  New  Main  Library  and  $5  million  for  the 
renovation  of  branch  libraries. 

At  that  time,  an  estimated  $10  million  in  interest 
was  expected  to  accrue  from  the  bonds,  with 
$9.5  million  originally  allocated  to  the  Main  and 
$500,000  allocated  to  the  branches. 

The  San  Francisco  Voter  Information  Pamphlet 
included  statements  by  the  Board  of 
Supervisors  in  the  official  argument  and  by  the 
Mayor  in  paid  arguments  that  money  from  the 
bonds  would  be  used  for  seismic  work, 
handicapped  access,  or  other  needed  physical 
improvements  in  all  city-owned  branch  libraries 
(the  city  owns  21  and  leases  5  of  the  26 
branches). 

However,  funds  from  these  bonds  have  funded 
work  on  only  five  branch  libraries:  Chinatown, 
Mission,  Sunset,  Park,  and  Presidio. 

In  addition  to  the  library  improvement  bonds, 
grants  and  gifts  totaling  $28,438,662  had  been 
allocated  to  the  Library  Improvement  Bond 
Program  through  February  10,  1997. 


Table  27  shows  the  sources  and  uses  of  funds 
for  the  1988  Library  Improvement  Bond  Fund. 
Note  that  the  total  expenditures  differ  from 
Table  4  in  that  they  cover  lifetime  to  February 
10,  1997  rather  than  July  1,  1993  to  March  6, 
1997. 


Table     27.  PLANNED 

SOURCES  AND  USES 

OF  LIBRARY 

IMPROVEMENT  BONDS  AND  RELATED  FUNDS  AS  OF  FEBUARY 

10, 1997 

Sources 

Bond 

Bond             Gifts  & 

Uses 

Proceed 

Interest  Grants  Other 

Total 

New  Main 

102.547 

9.1S4   U.U78  21.851 

133.631 

Branches 

5.047 

5.128    3.517  2.992 

16.684 

Support 

1.906 

0.056    0.000  0.000 

1.962 

Unallocated 

0.000 

1.730    0.000  0.000 

1.730 

Total 

1U9.SUU 

iti.uyy  isys  24.843 

164.UU7 

%  Total 

/1.1% 

1  U.4%    L'S%  1B.1% 

Source:  DPW 

For  additional  detaii  on  the  sources  and  uses 
as  of  February  10,  1997  see  Appendix  Table  4. 
Note,  also,  that  support  services  includes 
financial  and  legal  services,  library 
management  services,  and  miscellaneous  other 
cost  allocation  overhead  (COWCAP). 

Of  -the  $154.0  million,  $136.3  million  had 
actually  been  expended  through  February  10, 
1997.  (As  of  February  10,  1997,  the  city's 
Department  of  Public  Works  (DPW)  project 
manager  for  the  Library  Improvement  Bond 
Program  estimated  total  project  costs  of  $154.5 
million,  $520,000  more  than  currently  budgeted 
due  to  a  shortfall  on  the  Mission  Branch  project; 
however,  the  shortfall  has  since  been 
eliminated  through  negotiations  between  the 
Library  and  DPW.) 

There  is  a  difference  of  $17.7  million  between 
the  actual  expenditures  through  February  10, 
1997  and  the  total  projected  budget. 

The  remaining  $17.7  million  is  ail  reserved  for 
obligations  incurred  but  not  yet  paid;  for  work 
not  yet  completed    (e.g.,    Mission  branch. 
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enovation  and  Mission  relocation);  or  for 
founts  (S1 1.055  million)  paid  directly  by  the 
fforary  or  Foundation  (not  through  DPW). 

"he  amounts  paid  directly  included:  $7,985 
mllion  of  the  Foundation's  $21.9  million 
ontribution  (see  below);  $570,000  in  grants 
md  other  moneys  for  the  Chinatown  branch; 
ind  $2.5  million  from  ESP2  for  Chinatown, 
istimated  the  following  uses  for  the  balance  of 
le  total  project  cost: 

Jote  that  "of  the  $28.4  million  in  gifts,  grants  and 
ither,  $21.9  million  was  generated  by  the 
ibrary  Foundation.  Table  25  itemizes  the  uses 
Dr  these  contributions: 

Jote  that  the  "tiers"  refer  to  the  original  budget 
an  which  was  allocated  by  priority  groupings 
/ith  Tier  1  the  most  essential  items. 

"his  was  done  in  order  to  provide  some 
•edictabiiity  for  the  project  managers  and  in 
ne  event  that  the  capital  campaign  was  not 
/holly  successful  (ensuring  that  funds  raised 
/ould  go  to  the  most  significant  needs). 

"he  Foundation  reports  than  an  additional 
lvoice  for  $1.4  million  has  been  received  from 
)PW  which  would  (when  approved)  close  out 
ie  majority  of  the  remaining  balance. 

or  a  chronology  of  the  key  dates  in  the  Library 
nprovement  Bond  Project  history  see 
\ppendix  Narrative  1. 


Jote  that  several  million  dollars  in  claims 
emain  outstanding  on  the  New  Main  itself, 
"hese  claims  are  in  various  stages  of 
egotiation  and  settlement.  For  confidentiality 
ir  sasons  an  itemization  of  the  claims  is  not 
lduded  in  this  report  but  has  been  provided  to 
ae  Commission  members  and  shared  with  the 
liudit  team. 


Table  28.  BUDGET  AND  ACTUAL-TO-DATE  THROUGH  3/11/97 
CONTRIBUTIONS  FROM  THE  LIBRARY  FOUNDATION  TO  THE 
LIBRARY 


Item 

Budget 

"aid  to  3/11/97 

%  Paid 

3aiance 

Ter  1: 

Accessories 

0.12 

0.00 

0.014 

0.12 

Signage  and  Graemes 

0.25 

0.08 

31.4% 

0.17 

Chalk/Tack/BuUetiTS 

0.09 

0.09 

94.6% 

0.01 

Furniture  and  Fixtures 

3.47 

3.47 

100.0% 

0.00 

Automation:  Security 

0.73 

0.68 

93.5% 

0.05 

Automation:  On-lrie 

1.50 

1.50 

100.0% 

0.00 

Pioneer  Monument 

0.75 

0.75 

100.0% 

0.00 

interior  Design  Fees 

1.00 

0  97 

97.2% 

0.03 

suototal.  Tier  1 

7.91 

7.54 

95.3% 

0.37 

Tier  2: 

Casework 

1.39 

1.37 

98.2% 

0.03 

Book  Conveyors 

0.40 

0.37 

94.8% 

0.02 

Window  Shades/Blinds 

0.02 

0.02 

100.0% 

0.00 

Lockers 

0.01 

0.01 

100.0% 

0.00 

Library  Stacks 

0.26 

0.26 

100.0% 

0.00 

Carpets 

0.15 

0.15 

100.0% 

0.00 

suototal.  Tier  2 

2.22 

2.17 

97.9% 

0.05 

Tier  3: 

Auditorium 

2.57 

2.27 

38.3% 

-0.30 

Meeting  Rooms  iA.1.1 ) 

0.30 

0.27 

90.0% 

-0  03 

Media  Center  (Alt.  1) 

1.42 

1.06 

746% 

-0.36 

Special  Rooms  (Alt.  1 ) 

1.13 

1  11 

98.2% 

-0.02 

Furniture  and  Fixtures 

0.92 

0.92 

100.0% 

0.00 

Library  Stacks 

0.00 

0.00 

n/a 

0.00 

Telecom  Cabling  (Alt  2) 

0.39 

0.37 

94.9% 

-0.02 

Ext.  SL  Steel  Wall  (Alt  3) 

o.ea 

0.88 

100.0% 

0.00 

Stone  Floor  Upgrade 

0.27 

0.25 

92.6% 

-0  02 

subtotal.  Tier  3 

7.88 

7.13 

90.5% 

-0.75 

Ter  4: 

Furniture  and  Fixtures 

1.17 

1.00 

85.5% 

-0.17 

Automation/Telecom 

0.85 

0.85 

•00.0% 

0.00 

subtotal.  Ter  4 

2.02 

1.85 

91.6% 

-0.17 

Alternates  and  Addf  1  Items: 

Text  Steel  Guardrails 

0.00 

0.00 

n/a 

0.00 

Sieworx  Granite 

0.16 

0.16 

100.0% 

0.00 

Fixed  Equipment  (Alt  7+8) 

0.64 

0.61 

95.3% 

-0.03 

Library  Stacks 

0.44 

0.41 

93.2% 

-0.03 

Maintenance  Contracts 

0.28 

0.00 

0.0% 

-0.28 

Children's  Library 

0.30 

0.18 

50.0% 

-0.12 

Gay/Lesbian  Center 

0.06 

0.06 

•"00.0% 

0.00 

subtotal  A  Its/ Adds 

1  88 

1  42 

75.5% 

-0  46 

TOTAL 

21.91 

20.11 

91.8% 

-1  79 

Source:  The  Library  Foundation  3/11/97 


Important  lessons  were  learned  during  the 
course  of  the  New  Main  and  branch  capital 
projects  about  construction  management  and 
monitoring,  program  planning  and  design,  and 
public-private  cooperation  in  fundraising. 

These  lessons,  while  sometimes  painful,  should 
be  carefully  studied  as  the  city  and  the  Library 
develop  their  long-term  branch  renovation  and 
rehabilitation  strategy.  See  conclusions  and 
recommendations. 
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Information  Technology  Contracts 


Throughout  the  interview  process  questions 
were  repeatedly  raised  about  the  Library's 
contract  with  Digital  Equipment  Corporation 
(Digital)  for  computer  hardware  and  software. 
We  performed  the  following  research  to  trace 
the  chronology  of  the  Digital  lease: 

•  reviewed  lease-related  documents  for  the 
Library's  Integrated  Online  Automated 
Bibliographic  Control  System,  on  file  at  the 
Library's  Finance  Office; 

o    reviewed  minutes  of  Library  Commission 
meetings  in  1991-92.  on  file  at  the  Library 
Commission  secretary's  office; 

•  interviewed  the  Library's  current  and  former 
automation  services  coordinators; 

•  interviewed  a  contract  specialist  in  the  city's 
Purchasing  Department;  and 

•  interviewed  a  deputy  city  attorney  who  was 
involved  with  the  process. 

For  a  detailed  discussion  of  issues  associated 
with  the  Digital  lease  see  Appendix  Narrative  2. 

According  to  the  records  reviewed  and 
interviews  conducted,  the  Library  procured  a 
total  of  $5,979  million  in  hardware,  software 
and  related  services  from  Digital  and  its 
subcontractors  (including  Data  Research 
Associates,  Inc.  (DRA);  Information  Access 
Corporation;  Online  Computer  Library  Center, 
Inc.  (OCLC);  Virtual  Microsystems,  Inc.;  Bob 
Maloy  &  Associates  Library  Products;  and 
Network  Dynamics)  from  FY  1990/91  through 
FY  1994/95. 

The  approximate  interest  cost  associated  with 
these  procurements  was  $1,227  million  for  a 
total  cost  of  approximately  $7.2  million. 


The  Library's  financial  obligations  under  the 
lease  expanded  with  each  additional  schedule 
to  the  lease,  and  were  finally  roiled  into  two 
schedules  (12  and  13)  with  annual  payments  of 
$801,967  and  $166,896,  respectively.  The  total 
$968,863  annual  payment  was  due  from  FY 
1995/96  through  FY  1999/2000. 

The  first  payment  for  schedule  12  was  made  in 
FY  1995/96  and  paid  for  from  Library 
Preservation  Funds. 

Table  29  (next  page)  itemizes  the  Digital 
procurements  along  with  the  purchase  price, 
estimated  interest  costs  and  annual  payment 
amounts  for  the  final  schedules. 

In  addition  to  the  Digital  lease,  the  Library 
financed  an  additional  $2,163  million  in 
technology  investments  through  the  city's 
Finance  Corporation.  The  vendors  from  whom 
the  Library  made  the  purchases  were  Digital; 
Edge  Information  Systems;  General  Electronics 
Systems,  Inc.;  Synapse;  and  Intermec 
Corporation.  The  purchase  price  of  the 
equipment  was  paid  for  in  FY  1995/96  from  the 
Library  Preservation  Fund  which  was 
reimbursed  in  FY  1996/97,  after  the  lease- 
revenue  bonds  were  issued. 

For  a  detailed  listing  of  the  purchase  orders  and 
their  purposes  see  Appendix  Table  5. 

The  total  purchase  price  plus  estimated  interest 
for  these  obligations  is  $2,438  million.  The 
average  annual  payment  for  these  contracts  is 
$812,797.40  and  is  due  for  three  years  ending 
in  FY  1998/99.  In  addition,  $850,574  was  paid 
by  the  Library  Foundation  directly  to  Digital  to 
cover  the  cost  of  the  Alpha  server  upgrades. 
Table  30  summarizes  the  technology 
acquisition  and  professional  services  costs  that 
were   vendor  financed   through   the  city's 
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Finance  Corporation  or  paid  directly  by  the 
Library  Foundation: 


Table  30  TECHNOLOGY  ACQUISITIONS  FINANCED  BY  VENDORS, 
CITY  FINANCE  CORPORATION  OR  THE  LIBRARY  FOUNDATION 


Amount 


Total 


%  Total 


Digital  Venoor  ftnancea  5.979  1.227  7.206  68.7% 

Lease  Financaa:  Finance  Corp  2.163  0.275  2.438  23.2S 

Library  Foundation  0.850  0.000  0.850  a .1% 

TOTAL  8.992  1.502  10.494  '  ~ 


100.0% 


Source:  Library;  Library  Foundation;  Finance  Corporation 


Clearly,  a  significant  investment  has  been 
made  in  information  technology  for  the  Library. 
It  is  difficult  to  determine  in  retrospect  whether 
the  vendor  financing  and/or  Finance 
Corporation  financing  charges  were  the  best 
thai  could  have  been  obtained. 

The  Library  did  not  have  sufficient  operating 
funds,  gifts  or  grants  to  purchase  this 
technology  or  the  related  professional  services 
outright  and  vendor  and  lease  financing 
provided  the  only  practical  vehicle  for  making 
the  acquisitions  at  the  time. 

Whether  the  city  or  the  Commission  would  have 
commenced  this  level  of  technology  investment 
had  the  total  costs  been  clear  at  the  outset  is 
impossible  to  determine.  Whether  the  systems 
and  platforms  selected  were  optimal  is  now  a 
moot  point. 

Having  made  the  investment  and  committed  to 
the  operating  system,  however,  the  Library  and 
city  must  ensure  that  adequate  annual  funding 
is  available  to  honor  the  lease  obligations  and 
should  make  every  effort  to  obtain  maximum 
utility  out  of  the  systems  purchased  (see 
conclusions  and  recommendations  below).  In 
addition,  the  life  cycle  replacement  costs  for  the 
existing  hardware  and  software  are  not 
currently  known.  These  replacement  costs 
must  be  determined  and  planned  for  if  service 
levels  are  to  be  maintained  adequately  over 


time.  (See  conclusions  and  recommendations, 
as  well). 

Questions  were  also  raised  during  the  course  of 
the  audit  with  respect  to  telephone  and 
telecommunications  costs  and  potential 
conflicts  of  interest  with  PacBell  given  the 
Library  Commission  President's  employment  by 
the  company. 

There  is  no  evidence  of  any  conflict.  In  fact, 
neither  the  Commission  nor  Library  staff  control 
the  negotiations  or  selection  of  telephone 
vendors.  This  is  done  centrally  by  the 
Department  of  Telecommunications  and 
Information  Services  (formerly  under  the 
jurisdiction  of  the  CAO).  Total 
telecommunications  costs  for  the  Library 
appear  reasonable,  especially  when  the 
amortized  cost  of  switches  is  separated  from 
the  usage  charges. 


The   Library's   information   technology  staff 
reported  the  following  in  response  to  inquirie 
by  the  audit  staff: 


ff 

* 


The  Library  spent  $416,421.07, 
$507,194.36,  and  $407,010.16  on 
telecommunications  charges  in  FY  1994/5, 
FY  1995/6,  and  year-to-date  FY  1997 
through  December  1996.28 
Approximately  54%  of  the  charges  in  FY 
1995  and  FY  1996  were  for  telephone  and 
telecommunications  usage — as  opposed  to 
the  amortized  cost  of  equipment  acquisition 
(telephones,  switches,  etc.); 
FY  1996/7  year-to-date  through  December 
1996,  approximately  28.2%  of  charges  have 
been  for  usage. 

The  total  usage  charges  for  FY  1 994/5  and 
FY  1995/6  combined  were  $497,679.56. 
The  average  monthly  charge  was 
$20,736.65  for  the  system  as  a  whole. 
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or  Status  of  the  On-line  Catalog  and  Collection 
i:  Management   


an 


Included  in  this  charge  is  $300.00  per  month 
for  the  T1  data  circuit  that  supports  the 
Library's  internet  connection.  Also  included 
in  the  usage  charges  is  an  $800.00/month 
internet  access  charge  which  supports  an 
unlimited  number  of  users  and  covers  the 
Main  and  ail  twenty-six  branches. 
The  monthly  usage  charges,  T1  charges 
and  internet  access  charges  all  appear 
reasonable  for  a  system  of  this  size. 
$1,573.41/month  is  also  included  in  the 
usage  charges  for  the  data  link  to  the 
Library's  major  system  vendor,  DRA. 
As  noted  above,  the  Library  does  not  control 
the  selection  of  telecommunications 
providers  for  city  agencies.  Library  staff 
report  that  the  city  currently  uses  the 
following  telecommunications  vendors: 
AT&T  (long  distance  carrier;  equipment 
purchase  and  maintenance;  long-distance 
carrier  for  the  data  circuit  to  the  on-line 
catalog  vendor,  DRA);  Cellular  One  (for  cell 
phone  equipment  and  usage);  AirTouch 
Paging  (for  pagers);  and  Sprint  (for  long- 
distance circuit  to  OCLC  cataloging  service). 


^o  issue  has  created  greater  or  more  persistent 
:  :ontroversy  than  the  on-line  catalog  and  status 
w  Df  the  collection  and  collection  management  at 
he  Library.  The  issue  is  approached  with 
almost  religious  fervor  both  inside  and  outside 
Df  the  system. 

a*  Controversy  over  the  decisions  made  to  "weed" 
Dr  eliminate  library  materials  during  the 
mplementation  of  Proposition  E  (and  addition 
Df  new  and  replacement  materials  at  the 
"a  Dranches)  and  during  the  transition  from  the 
Did  to  the  New  Main  have  had  both  local  and 
Rational  repercussions. 


r  Unfortunately  what's  done  cannot  be  undone. 

What  can  be  addressed  is  the  future,  and  how 
collection  management,  weeding,  cataloging, 
and  material  acquisitions  should  be  managed  in 
the  years  to  come. 

During  the  course  of  the  strategic  audit,  Library 
staff  were  asked  to  respond  to  a  series  of 
questions  about  the  status  of  the  on-line 
catalog.  The  questions  are  itemized  in 
Appendix  Narrative  8,  along  with  their  full 
response. 

Based  upon  discussions  with  Automaton 
Services  and  Technical  Services  staff,  a  review 
of  the  materials  submitted  in  response  to  our 
questions,  and  independent  use  of  the  on-line 
system,  we  believe  that  the  information 
prepared  in  response  to  the  questions  is 
reasonably  accurate. 

Budget  constraints  have  limited  the  speed  with 
which  cataloging  of  the  remaining  reference 
materials  and  circulating  collection  can  be 
entered  into  the  on-line  system,  as  well  as  the 
cataloging  of  highly  specialized  materials 
(foreign  language,  music,  etc.).  Problems  with 
records  converted  from  the  old  system  provided 
by  CLSI,  Inc.  also  continue  to  be  identified  and 
corrected. 


Like  a  manual  card  catalog,  the  on-line  system 
is  dynamic.  It  will  be  constantly  changing  with 
new  and  better  information  and  will  require 
continuous  updating  and  maintenance. 

Several  recommendations  are  made  in  the  final 
section  of  this  report  concerning  the  on-line 
system;  policies  and  procedures  with  respect  to 
weeding   and   collection   maintenance;  and 


'3 
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physical  requirements  for  book  storage  and 
handling. 

Two  other  issues  are  critical  with  respect  to 
collection  management.  The  first  involves  the 
organization  of  the  collection  within  the  Library 
and  the  second  the  process,  resources,  and 
adequacy  of  services  related  to  sorting  and 
shelving. 

As  staff  and  others  have  described,  the 
physical  organization  of  the  collection  within  the 
Main  Library  was  innovative  and  did  not  follow 
traditional  library  practice.  We  cannot  make 
judgments  about  the  professional  merits  or 
utility  of  the  new  plan.  But  we  can  observe  that 
the  combination  of  a  new  logic  for  the 
organization  ana  location  of  materials  within  the 
Main  Library  coupled  with  problems  associated 
with  the  on-line  catalog  and  the  collapse  of  the 
capacity  to  sort  and  shelve  materials  in  an 
efficient  and  timeiy  manner  has  significantly 
undermined  the  level  of  service  that  can  be 
provided  in  the  New  Main  and  diluted  its 
benefits  for  patrons. 

Even  since  the  strategic  audit  began,  some 
mitigation  of  the  location  problems  has  been 
undertaken  with  substantial  portions  of  the 
general  collection  on  the  third  floor  moved  up  to 
the  fourth  and  audio-visual  materials  being 
brought  down  to  the  Main  floor. 

There  is  little  question,  however,  that  a  shelving 
crisis  not  only  occurred  after  opening  of  the 
New  Main  but  has  persisted  through  to  the 
present.  Patron  visits  and  circulation  have 
dramatically  increased  since  the  opening  of  the 
New  Main  yet  both  the  number  of  pages  has 
decreased  since  before  opening  and  the  full- 
time  equivalency  of  the  page  workforce  has 
decreased  since  September. 


There  appears  to  have  been  an  expectation 
that  the  New  Main  would,  by  the  nature  of  the 
facility  and  facility  design,  significantly  enhance 
productivity  and  reduce  overall  staff 
requirements.  While  this  may  have  been  true  in 
theory,  it  is  difficult  to  believe  that  the  building  in 
and  of  itself  could  accommodate  more  than  a 
100%  increase  in  utilization  with  no  material 
additions  in  staff  (other  than  building  and 
security  personnel). 

Further,  a  substantial  portion  of  the  circulating 
collection  is  maintained  in  staff  areas  and  must 
be  shuttled  by  pages  to  patrons.  While  the 
compressed  shelves  used  in  these  areas  save 
square  footage  of  shelving  requirements  in 
public  areas,  they  are  more  labor  intensive 
because  a  smaller  proportion  of  the  collection  is 
available  for  patrons  own  retrieval. 

In  addition,  in  the  new  world  of  computerized 
reference  databases  and  the  internet,  libraries 
may  actually  be  becoming  more  labor 
dependent  requiring  better  trained  reference 
librarians  to  respond  to  increasingly 
sophisticated  user  demands. 

Further,  it  seems  axiomatic  that  a  significant 
increase  in  patron  visits  and  circulation  would 
result  in  a  higher  volume  of  materials  off  the 
shelves  and  in  a  greater  need  for  sorting  and 
resheiving. 

Library  staff  estimate  that  it  takes  approximately 
two  to  two-and-a-half  hours  to  shelve  one  full 
book  truck.  Each  truck  holds  approximately 
250  books  or  items.  The  current  daily  rate  of 
return  is  approximately  4,200  items  (or  17 
trucks  worth).  The  daiiy  returns,  therefore, 
require  about  42.5  hours  to  shelve  under  ideal 
conditions.  On  a  weekly  basis  (7  days)  about 
298  hours  of  shelving  time  is  required  just  to 
keep  up  with  the  volume  of  daily  returns — and 
this  does  not  include  the  work  required  tc( 
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replace  materials  left  on  public  tables  and 
^esks  in  the  Library. 

In  later  March  the  reported  backlog  of  full  trucks 
waiting  to  be  shelved  from  the  sorting  room  was 
about  82.  In  addition,  a  significant  number  of 
items  are  on  the  floors  waiting  to  be  shelved 
and  even  a  cursory  tour  (particularly  of  the  third 
and  fourth  floors)  reveals  large  numbers  of 
shelves  either  empty  or  with  materials  clearly 
out  of  order. 

Efforts  to  deal  with  the  shelving  crisis  have  not 
been  adequate  and  have  been  severely 
hampered  by  the  freeze  on  page  hiring  that  has 
persisted  since  Fall  1996.  These  problems 
have  been  compounded  by  the  physical  layout 
of  the  sorting  room  and  operation,  the  well 
documented  problems  with  the  automatic  book 
conveyor  belt  system,  and  by  the  supervisory 
and  management  challenges  inherent  in  the 
use  of  youth  workers  to  supplement  the  page 
orkforce. 


database  inquiry  and  PC  use,  and  the 
decreasing  number  of  pages  and  physical 
limitations  of  the  sorting  area  have  all 
contributed  to  a  serious  operational  problem  in 
the  New  Main.  This  has  a  ripple  effect  in  the 
branches  as  demands  on  personnel  system- 
wide  increase  and  as  the  problems  in  the  New 
Main  raise  credibility  issues  for  the  system  as  a 
whole. 

A  series  of  recommendations  are  included  in 
the  last  section  of  the  report  on  the  page  and 
operational  issues. 


Pages 


r 


f!  While  a  program  for  youth  opportunity  and  job 
skill  enhancement  is  laudable,  youth  workers 
require  a  higher  level  of  supervision  and  have  a 
^  lower  level  of  skills  than  the  pages  and  cannot 
J'd  be  considered  a  permanent  solution  to  the 

K  shelving  crisis. 

nd 

The  New  Main  was  intended  to  be  a  state  of  the 
art  facility  that  couid  be  operated  with  the 
3|li  maximum  efficiency  and  minimum  staff.  Yet 
y  these  assumptions  appear  to  have  been  more 

e''l  theory  than  reality. 

of  ; 

^  The  increase  in  circulation  and  patron  volume, 
ire|the  fundamental  change  inherent  in  the  new 
ea  organization  of  the  collection,  the  relative 
oy!  proportion  of  the  collection  available  for  direct 

i0  patron  access,  the  rapidly  changing  nature  of 
^services  sought  and  required  from  Library 

personnel  in  terms  of  technology  support  for 


No  personnel  issue  was  raised  more  frequently 
than  the  question  of  pages.  How  many  are 
needed?  What  should  they  be  paid?  When  and 
how  should  they  work? 

In  order  to  get  some  comparative  perspective 
on  the  issue,  we  conducted  a  phone  and  mail 
survey  with  a  number  of  other  library  systems. 

The  survey  list  included  the  20  systems  serving 
comparably  sized  populations  along  with  5  of 
the  largest  systems.  Fifteen  of  the  25  systems 
responded,  including  2  of  the  5  largest 
(Chicago  and  Los  Angeles  County)  and  13  of 
the  20  serving  comparably  sized  populations. 

Of  the  15  systems  responding,  three  were  in 
California  (Los  Angeles  County,  Contra  Costa 
County  and  Fresno  County). 

Table  31  summarizes  the  statistical  information 
collected.  Note  that  the  Library  comparisons  to 
the  median  are  provided  simply  for  information, 
not  in  terms  of  whether  the  comparisons  are 
favorable  or  unfavorable.  The  responding 
libraries  represented  a  very  wide  range  of  size 
and  function  and  should  not  be  considered  a 
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representative  sample  for  purposes  of 
comparison  with  the  Library. 

For  detaiis  by  system  see  Appendix  Table  10. 
Note  that  the  high  and  low  and  median  are 
calculated  excluding  San  Francisco  for  a  clear 
comparison. 


Note  that  a  small  percentage  of  the  Library 
pages  do  work  more  than  20  hours  per  week 
and  receive  benefits.  The  vast  majority, 
however,  are  limited  to  less  than  20  hours  per 
week.  Note  also  the  headcount  for  the  Library 
pages  has  decreased  over  the  period  reviewed 
in  the  audit  while  the  FTEs,  which  peaked  in  FY 
1995/96,  have  come  down  even  since  Fall 
1996.  Table  32  again  summarizes  the  page 
workforce  data. 


Since  FY  1993/94,  page  headcount  has 
increased  by  19.2%,  page  FTEs  by  28.4%, 
weekly  circulation  by  62.4%  and  weekly  visits 
by  70.7%  (108.0%.  and  119.5%  for  the  new 
Main  alone). 

More  important,  since  the  new  hours  were 
implemented  and  the  New  Main  opened,  page 
headcount  and  FTEs  have  both  dropped  by 
15.3%  while  circulation  and  visits  have 
increased  by  22%  and  25%  respectively. 

Finally,  it  should  be  noted  that  the  surveys 
included  a  question  about  the  average  time 
from  book  return  to  shelving  for  the  various 
systems.  Twelve  of  the  1 5  systems  responded 
to  this  question. 

The  average  time  ranged  from  a  low  of  one 
hour  (for  certain  types  of  materials  at  the 
Chicago  Public  Library)  to  a  high  of  seven  days. 
Most  systems  reported  a  range  depending  on 
the  types  of  materials,  times  of  the  week,  and 
months  of  the  year. 

The  Library  does  not  keep  historical  statistics 
on  length  of  time  from  book  return  to  shelving 
but  staff  reported  anywhere  from  a  week  to 
several  weeks  within  the  New  Main.  In  some 
cases  page  staff  assert  that  materials  in  the 
general  collection  (both  in  public  areas  and  in 
staff  areas)  have  gone  one  to  two  months 
without  being  reshelved. 

As  discussed  in  the  previous  section,  the 
organized  shelving  and  reshelving  of  library 
materials  is  absolutely  the  most  basic  function 
in  a  library  system.  These  basics  are  not 
currently  under  control  in  the  Library  due  to  a 
combination  of  staff  shortages,  inadequate 
resource  allocation,  choices  about  system  and 
program  priorities,  and  physical  design 
decisions  made  for  the  new  building,  , 


Table  32.  LIBRARY  PAGE  HEADCOUNT  AND  FTEs  IN 
COMPARISON  TO  %  INCREASE  IN  VISITS,  AND  ITEMS 
CIRCULATING 

Nov-93        Nov-94      Oct-95     Seo-96  Mar-97 


ttstt 


7SSJT 
7.3% 


Page  Haaocount 
Annual  Change 
Change  95-97 
Overall  Change 
PageFTE 
Annual  Change 
Change  95-97 
Overall  Change 

For  comparison  (average  for  years  or  cenods) 
Average  WeeWy  Cir 
Annual  Change 
Change  95-97 
Overall  Change 
Average  Visits 
Annual  Change 
Change  95-97 
Overall  Change 


75.8 


64  739 


67.282 


82.3 
8.6% 


59.797 
7.8% 


75.392 
1Z1% 


3OB.0  238.5 
31.1%  -6.3% 


115.0 
397% 


109.0 
-5.2% 


B5.829  105.354 
23.0%  22.7% 


92,027  144.720 
22.1%  57.3% 


TSTTJ 

-9  5% 
-15.3% 

192% 
974 
-10  7% 
-15.3% 

28.4% 

105.165 
-0.2% 
22.5% 
62.4% 

114.848 
-20.6% 
24.8% 
70.7% 


Source:  Library  and  Controller's  PPSD 


Table      31.  COMPARISON      OF      SELECTED  PAGE 

CHARACATERISTICS  FOR  VARIOUS  SYSTEMS 

SFPL 


Item 

High 

Low 

Median 

SFPL 

%  Median 

Total  Haaocount 

1.526 

34 

554 

329 

149.5% 

FTE  Total  " 

1.018 

53 

396 

581 

147.0% 

Total  Page  Heaocount 

416 

30 

133 

261 

196.2% 

Page  FTE 

•91 

16 

58 

110 

190.0% 

Avg  WeeKly  Hours  WorKed 

29 

10 

19 

15 

79.4% 

Maximum  Hours  Permrctea 

AO 

20 

30 

20 

66.4% 

Houny  Pay  Minimum 

$7.53 

$4.75 

$5.90 

$11  95 

202.7% 

Houny  Pav  Maximum 

$11.15 

$4,75 

$6.87 

$14.48 

210.8% 

Source:  Phone  and  Mail  Survey  of  Selected  Systems 
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.ibrary  Material  Acquisition 


(I 


Closely  related  to  issues  about  collection 
nanagement  and  shelving  are  concerns  about 
the  level  of  investment  in  new  library  materials 
3nd  collection  development. 

fable  33  summarizes  the  actual  expenditures 
tor  library  materials — including  books,  audio- 
visual materials,  periodicals  and  computer 
eference  databases — from  July  1,  1993 
hrough  March  6,  1997: 


fable  33.  LIBRARY  MATERIAL  ACQUISITION,  ACTUAL. 
EXPENDITURES  BY  FUNDING  SOURCE:  FY  1993/94  THROUGH 
AARCH  6.  1997 

Finding  Year 


Source 

FY  94 

^Y95 

FY  96 

FY97  3/B 

Total 

Z^snera  "una 

 rss  ~ 

'473 

132S 

0.58O 

'  3.911 

LiDrary  Preservation  Fund 

0.000 

1194 

2.028 

1.164 

5.386 

Otner  Grams 

0.148 

0.068 

0  024 

0.053 

0.293 

Gifts  ana  Trusts 

0.348 

0.381 

0.289 

0.128 

1.145 

Total 

-TD25 

i  115 

"      1 925 

'  '12.735 

Total  Expenses 

l\Jb3'l 

23.001 

111227 

Materials  as  %  of  Total 

9.4% 

13.6% 

•2.5% 

8.4% 

11.3% 

urce:  FAMIS 


Fable  34  shows  the  planned  allocation  by  type 
3f  material  for  FY  1993/94  through  FY  1996/97. 


I 

"aoie   34.  PLANNED 

MATERIAL  ACQUISITION 

FY 

1993/94 

": 

HROUGH  1996/97 

tem 

FY  94 

FY  95 

FY  96 

FY  97 

Total 

%  Total 

■ 

^ancdicais 

3.406 

— 3.513 

3.550 

"3.330 

T0E5" 

I 

Stanang  Orders 

0.396 

0.506 

0.561 

0.561 

2.024 

13.0% 

% 

DataBase* 

0.070 

0.000 

0.000 

0.319 

0.389 

Z5% 

3  re-process  rig 

0000 

0.114 

0.200 

0.150 

0.464 

3.0% 

lurjtotal 

3.S72 

1  133 

'311 

!  530 

T535- 

31.8% 

Books: 

Adult-Main 

0.306 

0.582 

0.950 

0.500 

2.337 

15.0% 

iaufl-Srancnes 

0.273 

0  942 

0888 

0.751 

2.853 

18.3% 

Chi  Brans-All 

0.197 

1  049 

1.057 

0784 

3.087 

19.9% 

r 

MSO 

0  023 

1.610 

0.100 

0.300 

2.032 

13.1% 

Contngency 

0.040 

0.030 

0.127 

0.100 

0.297 

19% 

cr 

suototai.  Books 

"3.838 

■'  UK 

3.555 

■*435 

"5825 

TOTAL  PLANNED 

"  1.710 

3.345 

4  557 

— T055 

T5353" 

100.0% 

■c: 

Actual  Spent 

-  66s 

rya 

%  of  Planned 

118.4% 

77.0% 

95.9% 

rva 

Growtn  n  Planned 

212.6% 

-8.9% 

-16.5% 

Cvaratf 

137.7% 

■Growtfi  n  Actual 

209.1% 

55.3% 

Growth  94-96 

173.0% 

Source:  Library  Technical  Services 

Thus,  68.2%  of  the  budget  for  material 
acquisition  was  for  books  (including  the  staff 
costs  of  the  MSO — the  Materials  Selection 
Office)  and  31.8%  for  periodicals,  databases 
and  audio-visual  materials.  Planned  spending 
on  materials  grew  137.7%  from  FY  1993/94 
through  FY  1996/97.  Actual  spending  grew 
173.0%  from  FY  1993/94  to  FY  1995/96. 


Americans  with  Disabilities  Act  Related 
Concerns 


Patrons'  groups  and  staff  raised  a  number  of 
issues  with  respect. to  ADA. complianca  in  the.. 
new  building  and  the  overall  viability  of  the  New 
Main  and  branches  to  serve  the  needs  of 
people  with  disabilities. 

Of  greatest  concern  was  the  utility  of  adaptive 
technology  provided  in  the  New  Main.  A  wide 
variety  of  adaptive  technology  was  installed  in 
the  new  Main  Library  including  Dragon  Dictate 
equipment  and  a  wide  range  of  equipment  for 
persons  with  vision  or  hearing  impairment. 

Staff  were  asked  to  provide  an  inventory  of  the 
adaptive  equipment  in  the  library  along  with  its 
current  location.29  Even  staff  acknowledge  that 
some  of  the  adaptive  technology  is  highly 
sophisticated  and  difficult  for  staff  to 
understand,  let  alone  to  instruct  persons  with 
disabilities  in  its  use.  This  is  one  of  many  areas 
where  both  staff  and  patrons  complained  about 
the  need  for  better  staff  training  on  the  available 
technology.  See  the  conclusions  and 
recommendations  section  for  additional 
comments  on  ADA  and  training  issues. 


'I- 
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Conclusions  and  Recommendations 

The  San  Francisco  Public  Library  has 
undergone  an  enormous  amount  of  change  in 
recent  years.  That  change  has  resulted  in 
significantly  increased  resources,  expanded 
hours,  modernized  business  practices, 
unprecedented  levels  of  private  support, 
tremendous  growth  in  utilization,  and  elegant 
new  facilities. 

Yet,  notwithstanding  the  obvious  success,  the 
organization  is  today  deeply  divided  and... 
polarized.  Its  ability  to  perform  consistently 
even  the  most  basic  library  function — 
organizing  and  shelving  the  collection  in  a 
timely  fashion — is  in  question. 

Internal  and  external  stakeholders  appear 
overwhelmed  by  the  cumulative  demands  of 
three  major  initiatives: 

•  the  conversion  to  a  more  highly 
computerized  work  environment  (for  both 
patrons  and  staff); 

•  the  implementation  of  Proposition  E  and  its 
expanded  hours;  and 

•  the  opening  of  the  New  Main  and  Chinatown 
branch. 

As  many  complex  organizations  have  learned, 
managing  growth  is  often  more  difficult  than 
managing  retrenchment. 

In  the  case  of  the  Library,  there  is  significant 
evidence  that  the  process  of  change  was 
managed  pooriy  and  that  the  basic  operating 
requirements  of  the  Library  were  either 
overlooked  or  simply  overtaken  by  the  pressure 
to  complete  the  New  Main,  attract  significant 
levels  of  private  investment,  and  create  the 
appearance  (if  not  the  reality)  of  a 
technologically  modem  system. 


The  organizational  consequences  of  the  way 
the  three  major  initiatives  have  been  handled  f 
color     all     of     the     conclusions  and 
recommendations  that  follow. 


Major  Conclusions 


•  The  Library  will  face  budgetary  pressures  in 
future  years  as  a  result  of  substantial 
increases  in  system  utilization  and  demand 
and  the  operating  and  maintenance  costs 

 associated  with     new     facilities  and 

technology 

•  The  baseline  general  fund  appropriation  and 
Library  Preservation  Fund  revenue  streams 
may  not  be  adequate  to  sustain  or  achieve 
acceptable  levels  of  service  if  current  hours 
are  to  be  maintained  and  ail  existing 
facilities  to  be  operated. 

•  San  Francisco  voters  have  made  their 
desires  clear  to  keep  all  branches  open,  to 
maintain  extended  hours,  and  to  build  a 
New  Main  and  make  significant  branch 
renovations.  Therefore,  reductions  in  hours 
(even  if  legally  allowable  under  Proposition 
E),  facility  closings,  and  deferred 
maintenance  appear  to  be  unacceptable 
and  undesirable  as  budget  balancing 
strategies. 

•  Significant  operational  problems  exist — 
especially  in  the  New  Main — with  respect  to 
sorting  and  shelving  of  the  collection,  the 
adequacy  of  shelving  and  support  service 
space,  and  the  adequacy  of  storage  space 
for  both  the  permanent  collection  and 
materials  that  will  eventually  be  disposed  of. 

•  Operational   problems   appear  to   be   a L 
function  of:  9 
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•  understaffing  in  selected  areas 
(notably  pages); 

•  significant  changes  in  how  the 
collection  is  organized  and  accessed 
by  patrons  (e.g.,  the  much  higher 
percentage  of  circulating  materials 
maintained  in  staff-only  areas); 

•  inadequate  investment  in  conversion 
support  for  the  on-line  catalog  (i.e., 
insufficient  resources  to  fully  catalog 
all  circulating  and  reference 
materials); 

•  possible   weaknesses    in  building 
design  and  programming  (particularly 
with  respect  to  critical  "back-office"  • 
operations  such  as  book  return  and 
sorting);  and 

•  inadequate  staff  training,  especially  in 
the  use  of  technology. 

The  use  of  youth  workers  and/or  volunteers 
to  supplement  the  page  workforce — while 
laudable  on  social  and  public  policy  • 
grounds — is  not  a  solution  to  the  sorting  and 
shelving  crisis  or  the  clear  staff  shortages 
which  exist  in  this  area. 

The  operational  problems  are  compounded 
by  three  major  factors:  the  lack  of  good 
management  and  financial  information 
systems  and  planning  processes;  historically 
poor  communication  among  and  between 
various  staff  levels;  and  the  high  levels  of 
polarization  (and  resulting  low  morale)  that 
currently  exist  between  management  and 
labor,  the  Library  Foundation  and  the 
internal  staff,  and  the  Library  Commission 
and  public  library  activists  (among  others). 

The  private  fundraising  accomplished  in 
support  of  the  New  Main  is  the  envy  of 
many  systems  around  the  country  and  was 
groundbreaking  in  terms  of  the  diversity  and  - 


number  of  contributors.  Yet,  the 
philanthropic  community,  the  Library 
Foundation,  the  city  government,  and  the 
Library  management  and  staff  appear  to 
have  been  ill-prepared  for  the  demands  or 
expectations  created  by  this  new  public- 
private  affiliation.  The  lessons  learned  from 
the  process  are  important  if  future  public- 
private  city  ventures  are  to  succeed  in  San 
Francisco.  Resolving  the  misunderstanding, 
as  well  as  substantive  conflicts,  is 
especially  important  if  a  major  capital 
program  seeking  private  support  is  to  be 
launched  for  the  branches. 

The  level  of  technology  investment  has 
been  very  substantial,  but  the  utility  of  the 
systems — both  for  staff  and  patrons — is  not 
yet  optimal.  Additional  effort  and  resources 
are  required  to  have  the  reality  of  the 
Library's  information  technology  meet  the 
promise  and  expectations  created  for  it. 

The  pubiic  relations  and  credibility  problems 
created  by  the  Library's  handling  of  the 
replacement  of  branch  materials  following 
Proposition  E  and  the  weeding  of  materials 
in  anticipation  of  the  move  to  the  New  Main 
are  serious  and  will  continue  to  have 
repercussions  as  the  system  moves 
forward. 

Facts  about  what  was  disposed  of  and  how 
many  valuable  items  (if  any)  were  lost  will 
never  be  resolved.  The  Library  cannot 
redress  or  dispel  perceived  or  real  damage 
resulting  from  this  process  in  the  past  but 
must  give  collection  management  and 
development,  weeding  policies  and 
priorities,  and  both  quantitative  and 
qualitative  reporting  on  the  collection  -  and 
on-line  catalog  status  a  higher  and  more 
visible  priority  in  the  future. 
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•  The  Library's  organizational  culture  was  iii- 
prepared  for  the  change  thrust  on  it  by  the 
move  to  a  highly  computerized  environment. 
Proposition  E,  and  the  opening  of  the  New 
Main. 

There  is  little  evidence  that  senior 
management  placed  a  high  priority  on 
organizational  change  management  or  had 
the  experience  or  qualifications  to 
adequately  deal  with  it.  This,  lack  of  central 
leadership  on  the  practical,  emotional, 
physical,  and  philosophical  demands  that 
are  placed  on  a  workforce  by  such  changes 
contributed  significantly  to  the  operational 
problems  that  have  subsequently  occurred. 

•  Whiie  some  additional  resources  may  be 
required  in  the  short-  and  even  long-term  to 
achieve  the  level  of  service  and  service 
quality  the  community  desires,  the  Library 
has  a  tremendous  foundation  to  build  on  to 
actually  realize  that  objective. 

Few,  if  any,  other  public  library  systems  in 
the  nation  can  boast  of  a  similar 
combination  of  new  facilities  (both  the  Main 
and  selected  branches),  dedicated  property 
tax  revenues,  and  the  level  and  diversity  of 
private  contribution  that  has  been  made  to 
this  system. 

The  Library  is  not  faced  with  an 
insurmountable  financial  crisis — far  from  it. 
The  level  of  one-time  and  recurring 
investment  required  to  build  and  sustain  this 
system  appears  fairly  modest.  It  is, 
however,  faced  with  a  management  and 
credibility  crisis  affecting  a  wide  range  of 
stakeholders  in  very  real  ways.  To  move 
forward  several  steps  are  required. 

The  last  section  of  this  report  presents  a  series 
of  recommendations  about  actions  that  should 


be  taken  to  create  and  maintain  a  positive  and 
constructive  momentum  for  the  Library. 

Some  of  these  require  additional  money;  some 
require  changes  in  behavior  and  attitude;  and 
still  others  require  changes  in  how  business  is 
done  within  the  Library  and  within  the  broader 
community  of  stakeholders  committed  to  the 
Library. 

The  recommendations  are  solely  those  of  the 
consultant  and  are  not  intended  to  reflect  the 
opinions  of  other  staff  assisting  on  the  audit, 
members  of  the  audit  advisory  committee, 
members  of  the  Library  Commission,  the 
Mayor,  or  members  of  the  Mayor's  staff. 

The  recommendations  are  generally  in  order  of 
priority,  but  all  are  deemed  important  for  the 
Library's  future  success. 
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1.  Select  a  permanent  senior  management 
team  as  soon  as  possible.  The  team 
should  include  the  city  librarian,  a  chief 
operating  officer,  and  a  chief  financial 
officer. 

The  most  important  thing  for  any  organization  in 
transition  is  leadership.  None  of  the 
recommendations  which  follow  can  be 
successfully  implemented  in  the  absence  of  a 
leadership  team  qualified  to  pursue  them, 
dedicated  to  their  success,  and  capable  of 
establishing  and  maintaining  credibility  with  all 
stakeholder  groups. 

Because  of  the  unique  challenges  facing  the 
Library,  it  does  not  seem  likely  that  a  single 
individual  can  provide  all  of  the  qualities  and/or 
expertise  and  experience  needed.  d 
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therefore,  it  is  strongly  recommended  that  a 
Pam  of  three  people  be  recruited  for  these 
)ositions   who   among   them   possess  the 
ollowing  experience  and  credentials: 


or  library 


professional    library  training 
management  experience; 
strong  financial  management  experience,  at 
least  some  of  which  has  been  in  the  public 
sector 

a    demonstrated    commitment    to  and 
personal  passion  for  literature  and  literacy; 
experience  with  a  large  unionized  workforce 
in  successful  labor-management  environ- 
ments; 

experience  with  public-private  partnerships, 
particularly  in  communities  or  institutions 
that  had  little  previous  experience  with 
private  fundraising  and  donor  development; 
strong  information  systems  experience; 
demonstrated  ability  in  strategic  planning, 
performance  measurement,  and 
~™  management  reporting; 

demonstrated  (positive)  experience  with 
public  process  and  the  development  of 
mechanisms  for  policy  and  operational  input 
from  diverse  and  often  conflicting 
constituencies;  and 

experience  and  success  in  creating  and 
sustaining  team-oriented  work 

environments. 


lecause  of  the  controversy  that  has 
urrounded  the  Library  in  recent  months,  and 
i  light  of  the  fact  that  a  number  of  major  public 
all  brary  systems  nationwide  are  currently 
ecruiting  librarians,  the  city  should  consider 
etaining  professional  executive  search 
ssistance  to  help  make  its  recruiting  effort 
ompetitive.  . 


|  qualified  search  firm  should  be  able  to  assist 
I  defining  the  job  description  and  needs-* 


assessment  for  the   positions   (through  a: 
process    that    has    significant  stakeholder 
involvement  and  input),  as  well  as  finding 
qualified  and  willing  candidates  (both  internally 
and  externally). 

2.  Place  the  highest  possible  priority  on 
solving  the  shelving  problem  in  the  New 
Main  by  the  end  of  the  fiscal  year. 

Libraries  are  built  to  house  books,  materials, 
and  information  for  public  circulation  and  use. 
Making  the  materials  available  and  getting  them 
back  on  the  shelves  in  a  timely  and  accurate 
manner  is  at  the  very  core  of  this  public  service. 

Because  the  number  of  patrons  and  circulation 
in  the  New  Main  have  more  than  doubled,  it  is 
obvious  that  the  volume  of  sorting  and  shelving 
required  has  also  significantly  increased. 

Yet,  the  number  of  staff  dedicated  to  this 
function  and  the  capacity  of  the  system  to 
perform  have  both  decreased  materially  in  the 
last  18  months. 

Some  additional  pages  are  clearly  required — 
although  the  total  number,  their  rates  of  pay, 
and  their  work  schedules  are  all  matters  of 
policy  that  must  be  determined  by  the 
administration,  unions,  and  library  management 
collectively. 

It  was  clear  in  conversations  with  staff  and 
policy  makers  at  all  levels  that  the  issue  of  a 
"shelver  class"  and  pay  rates  for  that  function 
are  flash  points  for  controversy. 

While  there  is  evidence  that  average  hourly  pay 
for  pages  in  the  Library  is  higher  than  in  most 
other  systems,  no  value  judgment  can  be  made 
about  whether  those  higher  wages  are  justified 
given  the  cost  of  living  in  the  Bay  Area  and  the 
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job's  actual  demands.  Again,  those  judgments 
must  be  made  by  the  relevant  policy  makers. 
In  addition  to  resolving  how  many  additional 
pages  or  shelvers  are  required  and  what  their 
pay  should  be,  policy  makers  might  want  to 
consider: 

•  after-hours  sorting  and  shelving  operations 
(at  least  until  the  backlog  is  eliminated  and 
the  sorting  and  shelving  capacity  stabilized); 
and 

•  coordination  with  state  and  local  authorities 
engaged  in  deveioping  job  programs  for 
welfare  recipients.  This  may  be  timely  in 
light    of    welfare    reform    and  provide 

opportunities  to  attract  both  a  reliable  new 
shelver  workforce  and  potential  federal  or 
state  financial  suDDort. 

3.  Design  and  implement  a  community-wide 
process  for  determining  or  reaffirming 
the  Library's  core  mission  and  goals;  its 
ten  year  plan;  priorities  for  branch  facility 
and  service  improvements;  and  strategic 
and  tactical  priorities  for  resource 
allocation. 

One  of  the  major  contributors  to  the  polarization 
observed  in  the  Library  at  present  is  the  lack  of 
a  broadly  shared  consensus  about  the  core 
purposes  and  functions  of  the  system.  Written 
statements  of  mission,  purpose  and  goals, 
while  they  exist,  are  largely  perceived  as  having 
been  dictated  from  the  top  down. 

Staff  and  policy  makers  also  noted  their 
frustration  with  the  difficulty  of  obtaining  input 
from  a  broad  range  of  patrons  throughout  the 
system.  Within  the  next  fiscal  year,  and  under 
the  leadership  of  permanent  senior 
management,  a  process  should  be  conducted 
involving  all  major  stakeholders  (including  the 
Neighborhood  Advisory  Council,  Foundation, 
Friends,  management  and  staff,  policy  makers, 


patrons  and  donors)  to  establish  the  strategic 
priorities  and  core  services  that  will  guide  the 
Library's  next  phase.  f 

4.  Conduct  a  post-occupancy  assessment 
of  the  New  Main  within  the  next  6  to  12 
months;  provide  adequate  annual 
funding  to  maintain  new  facilities  in  a 
state  of  good  repair. 

It  is  very  common  for  there  to  be  "shake-out" 
problems  and  operational  difficulties  with  major 
new  facilities  (public  or  private). 

In  order  to  determine  the  nature  of  these 
problems  and  decide  which,  if  any,  should  be 
corrected,  institutions  often  conduct  a  post- 
occupancy  assessment  of  programming  and 
building  function.  This  allows  users  to  evaluate 
the  lessons  learned  in  the  first  12  to  18  months 
of  occupancy  and  determine  priorities  for 
corrective  action  where  needed. 
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The  New  Main  is  a  classic  candidate  for  such 
an  assessment.  Staff  at  all  levels  reported 
frustration  with  various  aspects  of  the  building. 

At  least  three  areas  were  cited  most  frequently: 
the  inadequacy  of  the  sorting  room  (including 
issues  related  to  the  book  conveyor);  the 
Technical  Services  area  configuration,  square 
footage,  electrical  wiring,  and  flooring  (it  is 
carpet  covered  which  may  interfere  with  the 
high  volume  of  book  cart  movement);  and  the 
overall  constraints  on  shelving  and  storage. 


It  is  difficult  to  separate  the  degree  to  which 
physical  limitations  or  management  and 
operational  issues  have  contributed  to  the 
perceptions  about  the  building's  performance. 
A  post-occupancy  assessment  will  help  to  sort 
out  these  issues  and  can  provide  an 
opportunity  for  staff  and  patrons  actually  using 
the  facility  to  have  their  issues  addressed:  The^ 
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■  assessment  should  be  conducted  by  a  qualified 

■  .architectural  or  engineering  firm  that  has  not 
(Previously  been  involved  in  the  project  and 

should  be  required  to  have  a  process  for 
it  neaningful  input  by  staff  at  all  levels. 

>l  Che  post-occupancy  assessment  should  help 
J  )he  Library  to  determine  how  to  optimize  this 
najor  asset.  Keeping  it  in  a  state  of  good 
epair  over  time,  however,  requires  a 
commitment  to  adequate  funding  for  its 
•  naintenance  and  repair.  This  is  true,  as  well, 
or  the  Chinatown  branch  and  any  other  major 
lew  branch  facilities  built  in  future  years. 
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actively  engaged  in  trying  to  improve  it,  it  is  not 
widely  accepted  internally  or  externally.  There 
is  clearly  a  need  for  a  more  collaborative 
process  on  defining  the  priorities  and  strategic 
objectives  for  the  collection  and  on  developing 
policies  and  practices  for  both  acquisition  and 
weeding  that  are  consistent  with  the  strategy. 

This  area  should  receive  the  highest  possible 
attention  from  the  new  City  Librarian  and 
should,  as  with  so  many  other 
recommendations,  afford  an  opportunity  for : 
meaningful  input  and  participation  from  staff 
and  stakeholders  at  all  levels. 


Over  the  course  of  the  next  several  years, 
warranties  for  the  new  facilities  will  expire  and 
he  normal  wear  and  tear  will  take  its  toil.  One 
leed  only  look  at  several  of  the  branches  or  the 
)ld  Main  to  see  the  toll  deferred  maintenance 
ind  lack  of  attention  to  the  life  cycle  costs  of 
acilities  can  take.    It  would  be  unfortunate  if 
|ne  new  facilities  built  for  the  Library  had  to  face 
"r  similar  fate.     Therefore,  careful  attention 
hould  be  paid  to  the  maintenance  and  repair 
squirements  for  the  New  Main  in  the  FY 
997/8  and  future  budgets. 

.  Produce  a  strategic  plan  for  collection 
management  and  development  that  has 
input  from  patrons  and  staff  at  all  levels. 
The  plan  should  address  goals  for  both 
general  and  special  collections  and 
should  spell  out  clearly  the  Library's 
policies  for  acquisition  and  weeding  the 
collection. 

as  stated  in  the  body  of  the  report,  no  issue  has 
reated  more  controversy  than  the  weeding 
i  rogram    during    the     implementation  of 
'roposition  E  and  transition  to  the  New  Main. 

"t  Vhile  the  Library  does  have  an  overall 
Collection  management  program  and  has-beerr 


6.  Address  the  critical  need  for  a  long-term 
solution  to  archiving  and  storing  both  the 
permanent  collections  and  materials  in 
some  phase  of  transition. 

Libraries  need  storage  space — both  for  archival 
material  that  is  to  be  permanently  maintained 
but  not  used  for  regular  circulation  or  reference, 
and  for  both  new  and  old  materials  in  various 
stages  of  transition  (e.g.,  awaiting  "adopt-a- 
book"  review  before  final  weeding,  waiting  for 
rotation  back  into  the  circulating  or  reference 
collection). 

The  Library  has,  at  best,  a  temporary  solution  in 
Brooks  Hall.  The  need  for  adequate, 
environmentally  suitable  space  for  archives  and 
storage  should  be  addressed  as  soon  as 
possible. 

The  Library  may  want  to  consider  the  co- 
location  of  a  storage  facility  with  a  major  branch 
renovation  in  order  to  provide  adequate  space 
for  an  adopt-a-book  program.  This  may  not 
meet  ail  of  the  needs  for  accessing  archives  for 
research  and  reference  but  should  at  least  be 
considered  in  planning  for  ESP3  and  any  future 
library  improvement  bonds. 
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7.  Accelerate  the  rate  of  cataloging  for 
reference  materials,  special  collections, 
and  "clean-up"  of  CLSI  to  DRA 
conversion  problems.  This  will  increase 
the  utility  of  the  on-line  catalog  and  help 
to  reestablish  its  credibility  as  a 
reasonable  tracking  mechanism  for  the 
collection  as  a  whole. 

The  conversion  of  a  card  catalog  and  limited 
circulation  tracking  system  to  a  wholly 
integrated  and  automated  computerized  system 
is  an  enormous  undertaking. 

Library  systems  throughout  the  nation  have 
struggled  with  this  challenge  in  the  past  two 
decades  and  are  constantly  trying  to  keep  pace 
with  the  rapidly  changing  computer  industry  and 
the  need  to  balance  the  practical  operating 
needs  of  the  Library  with  patron  expectations. 

The  problems  associated  with  the  on-line 
catalog  are  not  unique  to  San  Francisco.  In 
order  to  enhance  the  systems'  utility  and 
credibility,  however,  it  is  recommended  that 
investment  be  accelerated  to  complete  the 
cataloging  of  reference  materials  and  to  make 
significant  progress  on  cataloging  special 
collections. 

Further,  in  a  time  when  even  a  typical 
elementary  school  student  is  used  to  and 
expects  a  Windows-based  environment  when 
they  turn  on  a  terminal  or  PC,  the  fact  that  the 
on-line  catalog  is  text-based  and  looks  and 
feels  like  an  old  mainframe-based  system  can 
be  problematic.  Every  effort  should  be  made  to 
evaluate  how  quickly  upgrades  can  be  acquired 
to  "modernize"  the  look  and  feel  of  the  system 
from  the  patron's  perspective  and  enhance  its 
user  friendliness. 

Having  the  most  complete  and  accurate  catalog 
should  be  the  first  priority;  making  it  user 


friendly  and  reliable  should  follow  very  closely 
behind. 

8.  Develop  an  intensive  training  program  J 
appropriate  to  staff  at  each  level  in  the 
use  of  the  on-line  catalog,  use  of 
personal  computer  and  multi-media 
technology,  and  use  of  adaptive 
technology  for  patrons  with  disabilities. 

One  of  the  most  obvious  problem  areas  in  the 
system  is  the  lack  of  adequate  investment  in 
staff  training — especially  in  the  technology 
area.  Staff  at  all  levels  were  not  prepared  for 
the  demands  of  the  new  technology  and  have 
not  had  the  time  or  resources  to  get  that 
training  during  the  past  few  years. 

The  situation  is  particularly  serious  with  respect 
to  adaptive  technology,  some  of  which  cannot 
even  be  used  because  of  lack  of  training. 

The  lack  of  training  and  competency  on 
systems  is  embarrassing  for  staff,  frustrating  for 
patrons,  and  contributes  to  both  low  morale  and 
poor  performance. 

9.  Develop  specialized  training  for 
reference  librarians  in  the  Main  and  the 
resource  branches  in  the  use  of 
computerized  databases. 

In-service  professional  training  for  reference 
librarians  is  critical  when  computerized 
databases  and  the  Internet  are  changing  the 
face  of  research  and  reference  work  so 
dramatically.  This  should  be  a  focus  of  special 
effort  and  investment  in  the  short-term  and  a 
process  of  ongoing  professional  development 
should  be  developed. 

10.  Develop  monthly  and  quarterly  financial 
and  operating  reports  that  are  easily 
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understood  and  that  track  key  issues, 
|-  including: 

•  financial  performance  in 
comparison  to  budget  and  prior 
year  actuals; 

•  fully  allocated  financial  results  by 
program  and  facility; 

•  key  operating  statistics  such  as 
circulation,  visits,  collection 
turnover,  and  customer 
satisfaction; 

•  '  staffing   patterns   and  trends  in 

terms  of  headcount,  FTEs,  average 
hours  worked,  and  trends  by 
location;  and 

•  collection  development  and 
management  information  such  as 
total  additions  and  eliminations 
during  given  periods,  average  time 
from  return  to  shelving,  etc. 

One  of  the  most  pressing  management 
problems  in  the  Library  is  the  lack  of  frequent, 
reliable,  and  widely  disseminated  information 
on  what  is  happening  operationally  and 
financially.  We  were  struck  by  the  generally  low 
level  of  financial  literacy  at  ail  levels  of  the 
organization  and  the  degree  to  which  rumor 
and  anecdote,  rather  than  facts  and  trends, 
dominated  the  organization's  understanding  of 
its  own  performance. 

Trends  in  staffing,  operational  statistics  (like  the 
average  time  from  book  return  to  shelving),  and 
analysis  of  actual  financial  performance  are 
either  not  calculated  at  all  or  simply  not  routine 
parts  of  management  or  operating  planning  or 
decision  making. 

Regular  operational  and  financial  reporting, 
shared  broadly  in  the  institution  with  staff  and 
-  patrons,    should    be    standard  operating 
I1  procedure.  The  Library  should  move  quickly  to 


create  the  capacity  to  produce  such  reports  and 
analyses. 

11.  Develop  a  cost  allocation  system  that 
allows  for  regular  reporting  on  the  fully 
allocated  cost  of  various  functions  and 
services  within  the  Library. 

As  discussed  in  many  parts  of  this  report,  the 
Library  needs  a  reliable  and  comprehensible 
cost  allocation  system  so  that  staff  and 
managers  in  ail  facilities  can  understand  the  full 
costs  of  their  operation. 

12.  As  a  matter  of  policy,  determine  what 
services  and  functions  should  be  paid 
for  on  an  ongoing  basis  from  the  Library 
Preservation  Fund  versus  the  general 
fund  baseline. 

There  needs  to  be  a  financial  strategy, 
consistent  with  the  requirements  of  Proposition 
E  and  supported  and  shared  by  the  Library  and 
administration,  about  what  should  be  supported 
out  of  the  Library  Preservation  Fund  and  what 
should  be  paid  for  from  baseline  or  other 
general  fund  appropriations.  The  strategy 
should  be  developed  in  conjunction  with  FY 
1997/8  budget  planning  and  refined  for  FY 
1998/9  and  later  years. 

13.  Provide  basic  financial  literacy  training 
for  staff  at  ail  levels  so  that  they  are 
knowledgeable  about  what  drives  the 
Library's  revenue  and  expenses  and 
what  they  can  do  to  positively  affect 
overall  financial  performance. 

No  organization  will  achieve  long-term  financial 
success  if  its  employees  do  not  understand  the 
financial  structure  and  context  and  what  they 
can  do  to  influence  financial  performance 
positively.  This  should  be  a  major  focus  of  staff 
training  efforts-  in-  the-next  year  and  should 


San  rrancisco  Public  Library  Strategic  Audit 
  April  1997 


become  a  fundamental  part  of  new  staff 
orientation  at  ail  levels. 

14.  Develop  a  clear  strategic  policy  on  when 
and  under  what  circumstances  (if  any) 
the  Library  believes  charges  for  service 
are  acceptable  and  pursue  them 
aggressively. 

Public  library  systems  throughout  America  have 
a  long-standing  and  deeply  held  aversion  to 
fees  for  library  services.  Because  the 
institutions  are  so  critical  in  protecting  the 
access  to  information  for  all  Americans — 
regardless  of  their  ability  to  pay — many  library 
professionals,  advocates,  and  patrons  believe 
that  private  contributions  or  fee-based 
programs  are  anathema. 

Municipalities  throughout  the  country  are 
having  to  rethink  many  of  these  deeply  held 
beliefs  as  they  struggle  with  the  combined 
effect  of  federal  and  state  devolution,  welfare 
reform,  anti-tax  sentiment,  and  changing 
economies.  Public  libraries  are  not  immune 
from  these  pressures.  For  this  Library,  the 
ability  to  control  its  own  financial  destiny  will 
depend  in  part  on  its  willingness  and  creativity 
in  seeking  revenue  strategies  that  can 
supplement  general  fund  and  Library 
Preservation  Fund  sources. 

Struggling  through  the  process  of  reaching 
consensus  on  what  is  appropriate  and 
consistent  with  this  Library  and  city's  mission, 
goals  and  objectives  in  terms  of  fee-generating 
initiatives  is  essential  if  the  system  is  to  thrive  in 
future  years.  This  should  be  an  integral  part 
of  strategic  plan  development. 

Once  such  policies  are  reached,  the  revenue 
programs  (if  any)  should  be  pursued  with  vigor. 
If  the  Library  is  going  to  do  them  they  should  be 
done    well    and    with    adequate  funding, 


marketing,  and  other  support  to  make  them 
worth  the  effort.  Library  Express  may  be  a 
case  where  the  failure  to  achieve  broad 
consensus  about  the  appropriateness  of  the 
program  in  the  first  instance  has  constrained  its 
ability  to  succeed. 

15.  Develop  a  life  cycle  cost  analysis  for  the 
hardware  and  software  currently  in  use 
and  develop  a  long-term  strategic  plan 
for  upgrading  and  maintaining  these 
systems. 

Whether  you  love  technology  or  hate  it,  it  is 
here  to  stay.  The  Library  has  an  extensive 
amount  of  desktoD  eauipment,  and  business 
and  patron  systems  that  must  be  maintained, 
upgraded,  and  eventually  replaced  overtime. 

There  needs  to  be  a  plan  for  the  life  cycle  costs 
of  the  system's  technology  so  that  the  Library 
can  plan  for  future  financial  liabilities  and  adjust 
program  and  operational  priorities  accordingly. 

16.  Create  a  process  at  the  city -wide  level 
that  engages  senior  administration  and 
union  staff  as  well  as  representatives  of 
the  philanthropic  community  to  evaluate 
the  lessons  learned  in  the  Library 
fundraising  process  and  to  develop 
policies  and  procedures  for  future 
collaboration  on  city-wide  initiatives. 

The  Library  Foundation  s  capital  campaign  was 
an  enormous  success  by  fundraising  standards 
anywhere.  The  creation  of  affinity  groups  and 
engagement  of  more  than  17,000  contributors 
to  this  type  of  facility  is  unprecedented. 

Yet,  no  aspect  of  the  New  Main's  evolution  has 
seemed  to  generate  stronger  negative  feelings 
or  more  bitterness  than  issues  about  private 
money,  its  appropriateness  and  its  use  and  role 
in  the  Library  system.  $ 
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^Local  governments  throughout  the  country  are 
Increasingly  finding  it  necessary  and  beneficial 
to  develop  public-private  partnerships.  But  the 
expectations  and  capacities  of  the  two  sectors 
'local  government  and  the  philanthropic 
community)  have  rarely  been  clarified  or 
Considered  up  front. 

irhe  San  Francisco  Public  Library  and  Library 
roundation  experience  can  yield  important 
essons  learned  for  future  public-private 
partnerships  here  and  elsewhere. 

Questions  about  where  and  under  what 
;ircumstances  private  funding  is  appropriate, 
vhat  responsibilities  and  obligations  exist  or 
should  exist  on  both  sides,  when  and  where 
laming  opportunities  should  be  offered,  how 
endowments  should  be  governed  and 
nanaged,  and  the  role  (if  any)  for  individual  or 
oundation  donors  in  the  ongoing  management 

iind  operation  of  the  institutions  to  which  they 

Contribute  are  all  critical. 

:  Based  upon  interviews  with  a  wide  range  of 
i  itakeholders — including  local  union  leadership, 
s  nembers  of  the  Foundation  Board  and  staff, 
ind  other  policy  makers — it  is  clear  that  the 
t  esolution  of  these    issues  for  this  community 
?  vill  require  the  senior-most  attention  of  the 
idministration,     unions     and  philanthropic 
•.ommunity.    Establishing  a  process  where  at 
•  east    these    three    groups    can  define 
:  ixpectations,  boundaries,  and  terms  for  public- 
mvate  initiatives  seems  critical  if  successful 
Dint  efforts  are  to  be  pursued  in  the  future. 


7.  For  the  Library  specifically,  determine 
the  best  vehicle  for  engaging  the  private 
sector  in  planning  for  and  funding  major 
improvements  in  the  branches  in 
coming  years.  Evaluate  whether  a 
merger  of  the  Friends  of  the  Library  and 


i 


Foundation  might  provide  a  better 
vehicle  for  a  branch  focused  campaign. 

Many  people  inside  and  outside  of  the  system 
have  talked  about  a  major  new  initiative  for  the 
renovation  and/or  construction  of  branch 
facilities.  Determining  the  role  and  process  for 
private  support  of  this  effort  should  be  a  high 
priority.  Repeating  the  success  of  the 
Foundation  campaign  but  avoiding  its  pitfalls 
should  be  a  high  priority. 

Consideration  should  be  given  as  soon  as 
possible  to  the  "right"  vehicle  fox-._ongoing 
public-private  cooperation  with  the  Library. 
Because  of  the  Friends'  origins  and  historic 
role,  it  may  alone  or  merged  with  the 
Foundation  be  the  best  conduit  for  a  private 
capital  campaign  focused  on  branches.  A 
wholly  new  entity  may  be  also  be  desirable 

18.  Establish  clear  lines  of  accountability 
and  advisory  mechanisms  for  the 
existing  centers  that  engage  affinity 
groups'  representatives,  Library 
management  and  center  staff,  and 
patrons  of  the  centers  in  the  planning, 
budgeting,  programming  and  priority 
setting  for  the  centers.  This  could  be 
done  through  an  advisory  body  for  all 
the  centers  or  one  for  each  center. 

Issues  about  the  management,  programming, 
and  priority  setting  for  the  New  Main's  special 
centers  (e.g.,  the  Gay  and  Lesbian  Center) 
were  raised  repeatedly.  No  formal  mechanism 
exists  for  coordinating  the  use  of  remaining 
private  funds  for  these  centers,  or  engaging 
staff,  affinity  groups,  and  patrons  in  planning 
efforts  for  the  future. 

Library  and  Foundation  staff,  affinity  group 
contributors,  Commission  members,  and  others 
air  seem  frustrated  by  the  current  situation. 


'i 
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Therefore,  consideration  should  be  given  as 
soon  as  possible  to  developing  formal  advisory 
groups  for  the  centers  collectively  or  individually 
to  provide  a  vehicle  for  planning,  priority  setting 
and  operations,  that  assures  constructive 
involvement  of  staff,  contributors,  and  patrons 
in  these  centers. 

19.  in  order  to  foster  closer  communication 
and  collaboration  between  the  Main  and 
branches,  consider  regular  rotation  of 
professional  staff  among  and  between 
the  system's  facilities.  Develop 
processes  for  involving  both  Main  and 
branch  staff  in  ail  aspects  of  operational 
and  budget  planning,  and  develop 
mechanisms  so  that  "best  practices'' 
(wherever  they  occur  in  the  system)  can 
be  shared  and  applied  through  the 
system. 

The  Library  does  not  feel  or  operate  like  an 
integrated,  mutually  interdependent  system. 
The  Main  and  branches  are  fairly  segregated, 
and  major  divisions  within  the  system  (e.g., 
Technical  Services  and  administration)  are  at 
best  fairly  autonomous  and  at  worst  often  at 
odds.  The  balkanization  of  the  system  is  fairly 
typical  of  large  public  agencies  but  is  clearly  not 
desirable  in  a  rapidly  changing  organization  and 
in  a  customer-  or  patron-focused  service. 

Creative  strategies  should  be  developed  to 
generate  better  integration.  Staff  at  all  levels 
should  be  regularly  exposed  to  both  the  public 
service  and  "back-office"  parts  of  the 
operation.  Where  possible  and  feasible, 
professional  staff  should  rotate  among  and 
between  the  Main  and  branches  and  among 
and  between  public  service  and  technical 
support  roles.  Building  a  shared  understanding 
of  all  aspects  of  the  operation  and  shared 
appreciation  for  the  contributions  each  part  of 
the  operation  make  to  patron  satisfaction  and 


financial  performance  is  essential  is  the  system 
is  to  thrive  over  the  long  term. 

20.  Develop  a  meaningful  performance 
appraisal  system  that  acknowledges  the 
results  of  both  individual  and  team 
performance. 

We  found  little  evidence  of  meaningful 
employee  or  organizational  performance 
appraisal.  New, systems  for  measuring  both 
team  and  individual  performance  can  be 
important  tools  for  change  management. 
^Management  and  labor  should  collaborate,  on 
development  of  performance  appraisal  and 
measurement  systems  that  are  closely  linked  to 
the  Library's  mission,  goals,  and  objectives  and 
that  reward  and  create  incentive  for  excellent 
customer  service  and  financial  performance. 

21.  Develop  regular  mechanisms  for 
evaluating  both  patron  (customer)  and 
employee  satisfaction.  Broadly 
disseminate  the  results  and  make  them 
the  foundation  for  planning  and  budget 
development 

No  service  organization  can  function  at  peak 
performance  if  it  does  not  know  frequently  and 
accurately  what  its  customers  and  employees 
think.  Patrons  and  line  employees  (in  fact, 
employees  at  all  levels)  often  appreciate  the 
system's  strengths  and  weaknesses  far  better 
than  the  senior  management  or  governing 
bodies  because  they  live  with  it  every  day. 
Failure  to  take  advantage  of  that  knowledge 
and  perspective  is  bound  to  limit  the 
organization's  effectiveness  and  contribute  to 
employee  cynicism  and  patron  dissatisfaction. 

The  Library  needs  systematic  processes  to 
capture  the  opinions  and  concerns  of  staff  and 
patrons  and  to  incorporate  that  information  into 
planning  and  policy  setting.  Mechanising 
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houid  be  both  quantitative  (e.g.,  surveys,  etc.) 
jjtd  qualitative  (e.g.,  focus  groups,  employee 
"rums,  neighborhood  meetings). 
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1  In  the  onginal  won<c:an  for  the  audit  the  term  "world 
class1  library  was  usee.  This  term  caused  considerable 
controversy  and  "hign  cuality"  has  been  substituted  in  this 
desenption.  See  also  the  section  of  die  audit  dealing  with 
the  need  for  a  broaaer  consensus  about  the  core  mission 
of  the  Library. 

2  A  copy  of  Ms.  Reveal's  resume,  including  a  desenption 
of  Coda  Partners,  is  included  as  Appendix  Narrative  3.  A 
copy  of  the  original  workplan  is  included  as  Appendix 
Narrative  4. 

3  A  complete  list  of  interviews  and  contacts  is  included  as 
Appendix  Narrative  5. 

4  Beginning  July  1,  ',993. 

5  See  further  discussion  below  for  a  desenption  of 
Proposition  E  and  its  significance  for  Library  finances. 

6  See  also  conclusions  and  recommendations,  beginning 
page  36. 

7  See  pages  21  to  22. 

3  Detailed  tables  shewing  the  nours  ana  full-time 
equivalent  positions  cy  location  and  job  classification  are 
included  in  Appendix  Table  6. 

9  See  Tables  19ana  20.  and  Appendix  Table  7. 

10  This  includes  all  operating  funds  and  excludes  all 
capital  funds  associated  with  construction  of  new  facilities 
and  all  gifts  restricted  to  capital  projects.  For  analysts 
using  FAMIS  data,  the  operating  results  include  all 
revenues  and  expenses  in  the  general  fund  (IG);  special 
revenue  funds  (2S);  and  non-capital  facilities  expendable 
trust  funds  (7E  excluding  capital  gifts). 

11  Note  that  numbers  are  generally  in  millions  (unless 
otherwise  noted)  ana  that  numbers  in  all  tables  may  not 
add  due  to  rounding. 

12  A  special  FAMIS  reoort  was  generated  for  the  Audit 
team  by  the  Office  of  the  Controller  on  March  6,  1997. 
The  report  providea  budget  and  actual  revenue  and 
expenditure  data  fcr  ail  funds  associated  with  the  SFPL  at 
the  program  and  object  level.  These  funds  are  consistent 
with  the  audited  ComDrehensive  Annual  Financial 
Reports  for  FY  1994.  1995,  and  1996.  The  FY  1997  year- 
to-date  through  Marcn  data  is  as  posted  during  the 
current  fiscal  year  and  is  not  audited  data. 

13  See  additional  discussion  about  the  LPF  on  pages  20- 
24. 

14  Although  the  direct  overhead  costs  are  included  with 
each  major  program.  For  example,  the  costs  of  the  Chief 
of  Brancnes  operation  is  included  with  the  branches.  The 
cost  of  the  Chief  of  Main  is  within  the  Main  costs. 

15  Note  that  in  all  comoarison  tables  a  positive  revenue 
number  is  "better'  than  the  base  year  and  a  negative 
number  is  worse.  For  example,  if  actual  revenues  were 
higher  than  budget  then  there  is  a  positive  comparison. 


However,  a  positive  expenditure  number  is  "worse"  than 
the  base  year.  d 

16  See  ADpendix  Narrative  9  for  the  analysis  of  the 
supplemental  budget  request  prepared  by  the  Board  of 
Supervisors  staff  in  December  1996. 

17  See  discussion  on  personnel  levels,  page  14. 

18  Too  large  a  group  of  patrons  entenng  at  once  for  the 
electronic  counter  to  properiy  differentiate  individuals. 

19  Over  different  periods:  Eureka  Valley,  Bemal  Heights, 
Ansa,  Excelsior,  Bayview,  Parkside,  Chinatown.  Ortega, 
Park,  Sunset,  Richmond,  and  Mission. 

20  See  Appendix  Table  8. 

21  For  comparative  purposes,  and  in  order  to  reflect  the 
impact  of  ProDOsition  E.  we  used  FY  1995/96  actual 
Library  expenses  deflated  by  3%. 

22  Note  that  Library  expenditures  have  been  annualized 
for  Proposition  E  for  comparability.  Proposition  E  was  not 
fully  implemented  until  FY  1995/96  but  we  have  estimated 
what  the  total  year  would  have  been  for  FY  1994/95  haa 
the  Preservation  Funa  Deen  in  piace  for  the  full  year. 

23  For  a  copy  of  the  charter  section  resuiting  from 
Proposition  E  see  Appendix  Narrative  6. 

24  See  Appendix  Narrative  7  for  a  description  of  the 
current  calculation  method. 

25  Note  that  the  "other"  expense  in  FY  95-96  is  actually 
booked  to  the  administration/management  program 
althougn  it  has  been  seoarated  here  to  highlight  it.  This  is  M 
the  first  annual  payment  for  the  computer  system  lease  fl 
purchase  agreement. 

26  Note  that  FY  1997  figures  are  as  of  March  6,  1997  and 
have  not  been  indepenaently  audited  by  the  city's  outside 
independent  auditors. 

27  Note  that  the  data  dees  not  reflect  the  resignation  of  the 
City  Libranan  as  he  was  not  technically  off  the  payroll  as 
of  this  headcount. 

28  The  FY  1996  charges  reflect  a  period  of  four  months 
from  January  through  AdtiI  1996  when  the  Main  library 
was  closed  for  the  move.  Therefore,  charges  in  FY  1996 
were  somewhat  lower  than  they  otherwise  would  have 
been. 

29  See  ADpenaix  Narrative  10. 
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